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Abstract 

 

Business Management between Kenya and Switzerland – Differences, Similarities, 
Challenges and Solutions.  

In the context of this master thesis, general tensions within the relationship between headquarters and 
their subsidiaries are examined using the practical example of a Swiss company with its subsidiary in 
Kenya. Thereby, the influence of cultural aspects and the associated different expectations on man-
agement and leadership are emphasized. In doing so, two countries are compared which have not yet 
been considered in the same context. The objective of this master thesis is to develop a framework 
that enables the headquarter in the German speaking area of Switzerland and the subsidiary in the 
Bantu speaking area of Kenya to overcome cultural barriers and to increase mutual understanding in 
the business context. This will facilitate the identification of potentially dysfunctional aspects in the 
working relationship and provide a basis for optimizing the existing business relationship between the 
Swiss headquarter and the Kenyan subsidiary. 

This thesis addresses the overarching question of what the two business entities need to know about 
each other in terms of cultural characteristics and emerging differences in business practices (in terms 
of management/leadership) in order to improve the overall cooperation and working relationship be-
tween the headquarter and its subsidiary. Thus, the following topics are emphasized within this thesis: 
tensions within the headquarter/subsidiary relationship, concise country profiles of Switzerland and 
Kenya including a cultural overview of both countries, cultural concepts including organizational cul-
ture, common leadership theories related to the situational leadership approach, and finally, an evalu-
ation of the current status quo in the working relationship between the Swiss headquarter and the 
Kenyan subsidiary based on interviews. 
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Kurzreferat 

 

Management in Kenia und der Schweiz - Unterschiede, Gemeinsamkeiten, Herausfor-
derungen und Lösungen  

Im Rahmen dieser Masterarbeit wird anhand des Praxisbeispiels einer Schweizer Firma mit Tochter-
gesellschaft in Kenia, das generelle Spannungsverhältnis in dieser Geschäftsbeziehung betrachtet 
und hierbei der Einfluss von kulturellen Aspekten und den damit verbundenen anderen Erwartungen 
an das Management- bzw. Führungsverhalten untersucht. Damit werden zwei Länder verglichen, wel-
che in einer solchen Art und Weise bisher noch nicht im gleichen Kontext betrachtet wurden. Das Ziel 
dieser Masterarbeit ist es, ein Rahmenwerk zu entwickeln, das es dem Hauptsitz in der deutschspra-
chigen Schweiz und der Tochtergesellschaft im bantusprachigen Teil Kenias ermöglicht, kulturelle 
Hindernisse und Unterschiede zu überwinden und so das gegenseitige Verständnis im geschäftlichen 
Kontext zu erhöhen. So sollen potenziell dysfunktionale Aspekte in der Arbeitsbeziehung identifiziert 
werden, wodurch eine Basis für eine Optimierung der Geschäftsbeziehung zwischen der Schweizer 
Zentrale und der kenianischen Tochtergesellschaft ermöglicht wird. 

Es wird weiters die übergreifende Fragestellung beantwortet, was die beiden Geschäftseinheiten im 
Hinblick auf kulturelle Gegebenheiten und daraus hervorgehende Unterschiede bei den Ge-
schäftspraktiken (mit Bezug auf Management/Führung) voneinander wissen müssen, um im Gesam-
ten die Zusammenarbeit und Arbeitsbeziehung zwischen Mutter- und Tochterfirma zu verbessern. Da-
mit werden in dieser Arbeit die folgenden Teilbereiche behandelt: das Spannungsverhältnis in der 
Beziehung zwischen Mutter- und Tochterfirmen, ein kompakter Überblick über die beiden betrachteten 
Länder inklusive der kulturellen Unterschiede, kulturelle Konzepte als solches inkl. einem kurzen Ein-
blick in das Thema Organisationskultur, gängige Führungstheorien aus dem situativen Führungsan-
satz und abschliessend eine mittels Interviews durchgeführte Bestandsaufnahme des aktuellen Status 
der Arbeitsbeziehung zwischen der Schweizer Mutterfirma und der Kenianischen Tochterfirma. 
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1. Introduction 

1.1 Starting Point& Objectives 
As a student of the master's program "International Management and Leadership" the author of this 
thesis has a strong interest in the interrelationships of different cultures and management/leadership 
styles that exist and their implications in a corporate context. The conjunction of these elements has 
a direct impact on the success of a company as a whole and the author experienced that dysfunc-
tional working relationships arise as a result of ambiguous behavior in managerial leadership. Espe-
cially the moment companies decide to go international, difficulties as well as lack of clarity in man-
agement and leadership which could be previously concealed, often come to light. 

For the internationalization of a company, there are several forms of international business cooper-
ation approaches including headquarter-subsidiary constructs, joint ventures, merger & acquisitions, 
partnerships and greenfield operations. The author decided to emphasize the relationship between 
headquarters and their subsidiaries because she personally experienced a malfunctioning headquar-
ter-subsidiary relationship when working for the first and just recently established subsidiary of a 
company that was additionally located in another country than the home-country of the headquarter. 
This enables her to better understand potential issues in this context. In her work for the subsidiary, 
she acquired some insights into problems and conflicts associated with the headquarter-subsidiary 
relationship. 

She experienced tensions in the areas of organizational changes, decision-making process, infor-
mation- and knowledge transfer and newly established reporting lines between the employees in the 
new subsidiary and their respective counterparts in the headquarter. In the beginning the structures 
were very centralized and the headquarter being very directive by deciding that all the processes 
that functioned well in the headquarter are to be set up the same way in the subsidiary.1 In the third 
year the headquarter realized that this approach was not bringing the desired results and by doing 
so, they have not efficiently utilized the knowledge and ideas the new employees from the subsidiary 
were bringing in. Thus, they drastically changed their course and encouraged the subsidiary to go its 
own way. The credo at that time was then to abort the prescribed processes and structures from the 
headquarter and set up new and more suitable processes applying the know-how of the subsidiary's 
employees.  

The subsidiary then acted more as an independent partner on equal footing, which unfortunately did 
not improve the working relationship at all, but instead made it significantly worse. Some parties in 
the headquarter did not appreciate the overall attention the new subsidiary was receiving, which 
created an atmosphere of resentment and constant belittling of the subsidiary's performance and 
progress. After around two years of the subsidiaries' rather autonomous decision-making, processing 
and acquisition of new customers, the headquarter decided to exchange the upper management of 
the subsidiary with people from the headquarter in order to regain some of previous power and to be 
again more involved. Unfortunately, all these maneuvers imposed on the subsidiary led to increas-
ingly serious problems in the headquarter-subsidiary relationship and also in the effectiveness of the 
subsidiary itself. The subsidiary was gradually being pushed into an inability to act due to the constant 
short-term and opposing decisions. Even several, very costly management consultancies could not 

                                                      
1 Both business entities of the company were manufacturing sites in the pharmaceutical sector and the subsidiary 

was established to serve as a competent aseptic filling contract manufacturer for small scale batches that are used 
for clinical studies or pharmaceuticals for orphan diseases with a very small batch size. 
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compensate for or effectively improve the substantial mistakes made by upper management. In the 
refusal of the headquarter to address its management mistakes, find solutions and thus develop 
further, the easier decision was made to drop the subsidiary and thus send it into insolvency. 

The issues and challenges the author was experiencing during her work in the subsidiary pose "typ-
ical" substantial tension- and conflict potentials in the headquarter-subsidiary relationship. Within 
literature, conflict potentials between headquarters and subsidiaries are seen in "tensions between 
the autonomy of the subsidiary and the need from the headquarter to control the firm"2. These ten-
sions are very often built up due to: 

• a lack of trust which in turn is resulting of not clearly defined and insufficiently communicated 
structures of decision-making processes  

• unbalanced and unequal information flow in terms of establishing knowledge including shar-
ing of common values/corporate culture. 

• lack of trust in the local knowledge of the subsidiary 
• "divergent interests, which may induce undesirable subsidiary behaviors while HQ have lim-

ited ability to verify subsidiaries' actions"3 
• other "areas of connectedness and isolation, initiative-taking and conformity and/or internal 

and external embeddedness".4 

Sharing of common values and setting of mutual goals are necessary to build an efficient, beneficial 
relationship as well as effective performance between headquarter and subsidiary because it sets 
up a common base of understanding. What is interesting in this context is that very often the compa-
nies are not fully aware of their interdependency and the headquarter do not fully acknowledge the 
importance of the subsidiary’s local knowledge. In worst case situations, this also leads to "subsidiary 
managers beginning to adopt strategies on the sly or to withhold information to headquarter"2.This 
process is a vicious circle in that sense that the more the subsidiary is not fully transparent about 
their processes and internal decisions, the more the headquarters' insecurity about the situation in 
the subsidiary increases, which again leads to a higher degree of control by the headquarter and in 
turn diminishes the willingness to cooperate by the subsidiary (also see Agency theory5).  

According to Kostova et.al6, the underlying mechanisms for these outcomes can be influenced by 
various factors in the organizational context that comprises the company (e.g. multidomestic model, 
global model or transnational model) and thus influencing the overall business strategies, organiza-
tional structures (e.g. degree of de-/centralization), decision-making processes and thus also opera-
tional activities. Second, the social context is an undeniable factor in headquarter-subsidiary rela-
tions, encompassing cultural, institutional, and locational effects of the host countries of each of the 
entities, as well as the associated distance effects.  

Thus, this master thesis addresses issues of management/leadership in an international setting with 
the focus on headquarter-subsidiary constructs to explore the impact of cultural differences to busi-
ness working relationships. In this context a distinction between management and leadership is 
briefly summarized below in order to provide a clear picture of the content the author intents to focus 
on. In a nutshell, the job of managers is more to set up, maintain, control and improve processes to 

                                                      
2 Wolters, 2014, Headquarters - Subsidiary Relationship: Issues and Challenges, p.18. 
3 Kostova, Nell, Hoenen, Journal of Management, Vol. 44, No. 7, 2018, p.2612. 
4Ambos, Fuchs, Zimmermann., Journal of International Business Studies,51, 2020, p. 908. 
5 https://www.investopedia.com/terms/a/agencytheory.asp. 
6 Kostova, Nell, Hoenen, Journal of Management, Vol. 44, No. 7, 2018, p.2616-2624. 

https://www.investopedia.com/terms/a/agencytheory.asp
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ensure a regulated and reliable continuity of operations while leaders are considered to be more 
focused on the future and development perspective in order to enhance further growth and/or busi-
ness development strategies for the company. As an overview the following figure shows the certain 
demands and activities for both, managers and leaders and points out the differences and intersec-
tions at one glance: 

 
Figure 1: Differences between Leadership and Management 
Source: adapted from: https://businesscentricnetwork.com/daily-quotes/management-vs-leadership/ 

However, the difference between the fields of management and leadership is in practice not so much 
determined by organizational structures or the relationship between the partners (headquarter and 
subsidiary), but more by the way things have to be handled at the respective site. Given the case of 
a highly centralized company, which means that the headquarter makes all the key-decisions and 
that the headquarter fills all the key roles in the subsidiary will thus automatically lead to a close off 
and limitation of ideas which in case the subsidiary is in another country is then further be amplified 
with ethnocentrism7. The more ethnocentric a company tends to be or the environment is, the more 
likely the headquarter will not give away its leadership roles because the logic consequence of an 
ethnocentric world view is to consider one's own culture and processes superior over other. In this 
context, the role of subsidiaries in the company's success is subsequently undervalued and the sub-
sidiary's potential is not utilized properly. Consequently, in order to avoid such an unfavorable ten-
dency, it is therefore crucial to develop and sustain an awareness of the undeniable influence of 
different cultural backgrounds on decision-making processes, working relationships and the general 
way of working within headquarters and their subsidiaries located in different countries. 

Different cultural background is directly associated with a different way of communication and the 
way of working together or doing business in general, which directly impacts on the process of shar-
ing knowledge, common values and goals. Therefore, this master thesis will emphasize the differ-
ences of culture and its impact on management/leadership as these two aspects are inseparably 
connected. In order to address this matter appropriately within this master thesis and to evaluate 

                                                      
7 Ethnocentrism "is like a perceptual window through which people from one culture make subjective or critical evalu-

ations of people from another culture (…) and accounts for our tendency to think our own cultural values and ways 
of doing things are right and natural" (Northouse 2013, p. 385). A detailed description of ethnocentrism and the 
concept of culture will be provided in chapter 3 on page 20. 

https://businesscentricnetwork.com/daily-quotes/management-vs-leadership/


 

- 10 - 
   

influences of cultural differences on management/leadership in different international business rela-
tionships, it was necessary to the need to define specific countries of interest.  

As the author of this thesis is Austrian and her mother tongue is German, it was decided to choose 
a German-speaking country for the comparison in order to have a higher accessibility in terms of 
communication, language and cultural similarities (following the principle of the Uppsala Model), 
which limits the selection of applicable countries to Austria, Switzerland and Germany. The focus on 
the German-speaking part of Switzerland was set due to the higher degree of diversity in terms of 
language and thus related significant differences in culture compared to Germany and Austria, since 
Switzerland has more than one official language. A different language goes not only hand in hand 
with differences in communication style (e.g. discussions, narratives, reporting) but also results in 
different behaviors, values and business thinking (e.g. decision-making process, problem solving 
process, conflict solving strategies etc.). According to Anaya "it is therefore important to recognize 
that language not only has an expressive and communicative function, but that the choice of lan-
guage has a psychological dimension – it can contribute to societal cohesion or conflict by making 
individuals and ethnicities engage with, or resist, development and nation building"8.  

The Swiss people grow up in an environment where they are constantly confronted with language 
barriers and other cultural differences that hinder good communication and understanding. As an 
Austrian or German, this is rather difficult to imagine, because in these two countries the language 
differs only to a limited extent due to several dialects. Although these are sometimes perceived as 
quite peculiar and yet difficult to understand, in principle it is still possible to understand each other 
and verbally communicate. This issue of several dialects is also true for the German-speaking part 
of Switzerland but on top of this, there are four official languages (German, French, Italian and Ro-
mansh) which makes Switzerland unique within Europe. 

After the country-specific focus for Europe has been identified, the choice had to be made for a 
second country of interest within this master thesis. The African continent was chosen because Afri-
can countries' economies have been described as a "global growth booster"9, having strongly devel-
oped in the last 30 years with "growth rates often exceeding 5% per year"10. This implies that the 
African market is getting increasingly more interesting in terms of participation in the global market. 
This economic growth means that many new companies will be established, existing companies will 
be further developed and/or expanded and thus, new jobs will be created not only for African people 
but also for expatriates who would work in intercultural teams in Africa. Africa is the biggest continent 
on our planet and has the greatest diversity of cultures within its 54 nations, 1.02 billion people and 
over more than 3000 ethnic groups11. Therefore, it is not appropriate to speak of one Africa but of 
Africa being the fusion of a diversity of cultures, ethnics and countries on that very special continent.  

The author's interest was more directed toward the Sub-Saharan Africa rather than North African or 
South African countries. Since Africa is of interest due to the business development and growth the 
choice of the specific country for this thesis rested on finding countries with: 

- the greatest growth rates within the last 20 years12  
- not excessive economic and political instability (short-term political unrest excluded) 

                                                      
8 Anaya, 2016, Culture and Leadership in Kenya, p. 192. 
9 https://www.weforum.org/agenda/2020/02/how-emerging-markets-will-shape-africa-in-2020/. 
10 EPRS, I. Zamfir, p.1. 
11 International Journal of Business and Social Science, Vol.3, N.11, June 2012, p.38. 
12 https://data.worldbank.org/indicator/NY.GDP.MKTP.KD.ZG?locations=ZG. 

https://www.weforum.org/agenda/2020/02/how-emerging-markets-will-shape-africa-in-2020/
https://data.worldbank.org/indicator/NY.GDP.MKTP.KD.ZG?locations=ZG
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- more widespread knowledge of the English language, at least in urban areas, so that poten-
tial interviewees can be found more easily 

- and last but not least, this specific country should generate a persistent interest for the author 

As a result of this funnel approach, Kenya was chosen as the representative for Africa13. Since Kenya 
is characterized by such a great cultural and ethnic diversity, there is a need to define a specific 
subject for the master's thesis. As most people are belonging to the Bantu-language group14, a fur-
ther focus will be set on the Bantu-speaking part (if there is even such a highly differentiation present 
in literature). 

The key objective for this thesis is to understand culturally diverse leadership/management styles 
between Swiss and Kenyans in order to avoid problems/disagreements due to intercultural dispari-
ties. The outcome of the thesis is to serve as a framework for a smoother teamwork/cooperation (and 
improvement) of positive working relationships between Swiss from the German-speaking area and 
Kenyans from the Bantu-speaking area that enables them to overcome cultural obstacles and differ-
ences and increase mutual understanding in a business context. In order to achieve this goal, a basic 
understanding of culture in the business context (cultural dimensions as described by Hofstede, 
Trompenaars, Schwartz, Hall etc.) particularly with regard to the headquarter subsidiary relationship, 
is needed to be introduced within this master thesis. In that context the construct of sub-cultures 
within organizations is to be mentioned as well. To summarize this chapter, all these aspects related 
to the problems and conflict potentials within headquarter-subsidiary relationships which occur based 
on organizational structures (e.g. the degree of centralization vs. decentralization, decision-making 
processes, delegation of power/degree of independence of the subsidiary), the social settings 
(shared values, corporate culture and the staff), the managerial leadership practices and the under-
lying cultural context in the particular country of the business entity, have shaped the research ques-
tion which will be described in detail below.  

1.2 Research question 
The distinct outcome of this master thesis is to elaborate an overall framework for improving the 
business relationship between a company with the headquarter in the German speaking part of Swit-
zerland and its subsidiary in the Bantu speaking part of Kenya. In the process, possible solutions to 
improve potentially dysfunctional working relationships between the Swiss headquarter and the Ken-
yan subsidiary are also to be identified. In order to achieve this objective, the following research 
question emerges: 

• What do the headquarter located in the German-speaking part of Switzerland and the sub-
sidiary located in the Bantu-speaking area of Kenya need to know about their own and 
the other's cultural background and business practices in terms of management/leader-
ship in order to improve the working relationship between the Kenyan and Swiss team 
members? 

This requires addressing the following sub-points in order to answer the research question: 

1. Which general approaches/frameworks to improve management relationships between 
headquarters and their subsidiaries with the aim of decreasing tensions can be found in 
literature and are applicable to the case company? 

                                                      
13 see GDP development of Kenya: https://www.cia.gov/library/publications/the-world-factbook/fields/207.html. 
14 Anaya, Culture and Leadership in Kenya, 2016, chapter 2.4.3. 

https://www.cia.gov/library/publications/the-world-factbook/fields/207.html
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2. What are general differences and similarities in terms of cultural values that might im-
pact business relationships between Bantu-speaking Kenyans and German-speaking 
Swiss? 

3. How do these cultural values and their resulting differences influence preferred manage-
ment/leadership styles? 

4. Where are potentials for tensions/conflicts/misunderstandings due to these differences 
considering the example of the case company? 

5. In the author's case company, how is the current headquarter-subsidiary relationship 
and what changes might be needed to better fulfill each other' s expectations, with the 
goal of improving the working relationship?  

For the sake of preventing any possible ambiguity, the master thesis will not include the following 
points: 

- The term "leadership" is used in the sense of business/management and not in a political 
context within this master thesis, although the author is aware that there is always some 
political element to leadership even in a business context. However, the author wants to 
focus on the managerial dimension of leadership in terms of interactions between a head-
quarter and its subsidiary, and not to deal with higher-level political implications within the 
company or country politics. 

- There is no emphasis on anthropological perspectives and thus, there will be no focus on 
leadership practices/behavior of any indigenous tribes but only on management/leadership 
practices/behavior within the business environment. 

- While the situational approach (evolved from the styles approach15) to leadership is highly 
relevant to this work, the trait approach and the skills approach will not be discussed in detail. 
The author views the trait- and skills approach as rather isolated, rigid and not holistic as the 
skills approach "does not explain how skills lead to effective leadership"16 and "the trait ap-
proach is weak in describing how leader's traits affect the outcomes of groups and teams in 
organizational settings"17. However, the author of this thesis believes that nevertheless both 
approaches have their significance and are especially useful when it comes to the fact that 
a leader must first understand oneself. Because only those who have learned how to deal 
with certain situations and who know how to behave and act are able to lead themselves and 
others. 

- The role of language and different communication styles/theories are also not to be empha-
sized within this thesis, however it is acknowledged that these are key issues in international 
business. 

1.3 Overarching methodological approach 

There is an extensive amount of literature available that describes cultural fundamentals, leadership 
theories and detailed information about the countries (e.g. history, cultural diversity, sociodemo-
graphic, economical key data). Therefore, it is possible to identify both – cultural similarities as well 
as differences between Kenya and Switzerland (with the emphasis on German-speaking and Bantu-
speaking area) and secondly to determine differences in preferred leadership/management styles 
based upon existing literature. Thus, this master thesis will be a compilation of findings from available 

                                                      
15 see chapter 4, selection of management-relevant leadership theories on page 37. 
16 Northhouse, "Leadership: theory and practice", 6th edition, 2013, p. 59. 
17 Northhouse, "Leadership: theory and practice", 6th edition, 2013, p. 31. 
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literature and a comparison will be drawn between two countries that have not yet been considered 
in the same context.  

In order to achieve the goal of applying the knowledge from literature to a real case and in this context 
to be able to answer the research question, the gathering of primary data is deemed necessary. 
Thus, this requires interviews in a company to understand the dynamic of the interaction between 
the Swiss headquarter and its Kenyan wholly-owned subsidiary. Thereby, it is foreseen to interview 
managers from different hierarchical levels (if possible to be in the same or comparable departments 
to avoid the topic of departmental sub-culture complexity) from both countries, as well as interview 
their employees in order to understand the different cultural management implications. The exact 
number of interviewees (at least 3 people from each site) as well as the detailed definition of the 
requirement for inclusion in the interview group is provided within chapter 5.1. 

For conducting the interviews, a qualitative approach using the method of a semi-structured interview 
will be applied. This approach is pursued because during the interviews questions will need to vary 
according to the function the person has in the department and to also include the different relevant 
experiences they may have. These interviews will be held one to one via zoom, skype or teams and 
will be recorded with the permission of the interview partner. The expectation of these interviews is 
to obtain information about the practical experiences of an international company including:  

o their perception of the functionality of the working relationship with each other  

o cultural and behavioral similarities and differences they realize in interaction with the repre-
sentative of the respective other company 

o problems or processes that do not work out so well 

o possible root causes for these issues 

o what kind of changes they have already implemented to overcome tensions/conflicts/mis-
understandings 

o potential suggestions and solutions for improvement in the future 

 
The answers to these points will help in understanding if there is kind of a "cultural incompatibility" 
between Swiss from the German-speaking area and Kenyans from the Bantu-speaking area and 
would be needed to create the framework that serves as the outcome of this thesis.  
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2. Description of the countries in consideration 

2.1 Switzerland 
The area of Switzerland comprises 41.285 km2, and borders to the five countries of France, Italy, 
Austria, Liechtenstein and Germany18. Switzerland has around 8.6 million inhabitants19, consists of 
26 cantons and the capital or "federal" city in technical terms is Bern. Four official languages (Swiss 
German, French, Italian and Romansh) are spoken20 within the Swiss Confederation. Below a lan-
guage map (Figure 2 page 15) shows the language distribution across the cantons. 

Switzerland                                                                                   Population 2020: 8.606.033 -published on 06.04.202121 

French 
Waadt/Vaud 
Geneva 
Neuchâtel 
Jura 

805.098 
504.128 
176.496 
73.584 

Bilingual – French and German 
Bern 
Fribourg 
Wallis 

1.039. 474 
321.783 
345.525 

Italian 

Ticino 351.491 
Romansh 
Grisons 199.021 

German 

Solothurn 
Basel City 
Basel Country 
Aargau 
Glarus 
Schaffhausen 
Appenzell Outer-Rhodes 
Appenzell Inner-Rhodes 
St. Gallen 
Thurgau 
Lucerne 
Uri 
Schwyz 
Obwalden 
Nidwalden 
Zug 
Zurich region 

275.247 
195.844 
289.468 
685.845 
40.590 
82.348 
55.445 
16.128 
510.734 
279.547 
413.120 
36.703 
160.480 
37.930 
43.087 
127.642 
1.539.275 

Table 1: Overview of Swiss population within cantons and spoken languages22 

                                                      
18 https://www.eda.admin.ch/aboutswitzerland/de/home/umwelt/geografie/geografie---fakten-und-zahlen.html. 
19 https://www.bfs.admin.ch/bfs/de/home/statistiken/bevoelkerung/stand-entwicklung.assetdetail.13707352.html. 
20 https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzerland/spra-

chen-in-der-schweiz/. 
21 https://www.bfs.admin.ch/bfs/en/home/statistics/population/effectif-change.assetdetail.16224502.html. 
22 Source: adapted from https://www.pxweb.bfs.admin.ch/pxweb/en/px-x-0102020000_202/px-x-

0102020000_202/px-x-0102020000_202.px. 
 and https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzer-

land/sprachen-in-der-schweiz/. 

https://www.eda.admin.ch/aboutswitzerland/de/home/umwelt/geografie/geografie---fakten-und-zahlen.html
https://www.bfs.admin.ch/bfs/de/home/statistiken/bevoelkerung/stand-entwicklung.assetdetail.13707352.html
https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzerland/sprachen-in-der-schweiz/
https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzerland/sprachen-in-der-schweiz/
https://www.bfs.admin.ch/bfs/en/home/statistics/population/effectif-change.assetdetail.16224502.html
https://www.pxweb.bfs.admin.ch/pxweb/en/px-x-0102020000_202/px-x-0102020000_202/px-x-0102020000_202.px
https://www.pxweb.bfs.admin.ch/pxweb/en/px-x-0102020000_202/px-x-0102020000_202/px-x-0102020000_202.px
https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzerland/sprachen-in-der-schweiz/
https://www.myswitzerland.com/de-at/planung/ueber-die-schweiz/zahlen-und-fakten/facts-about-switzerland/sprachen-in-der-schweiz/
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Figure 2: Switzerland - Language map 
Source: https://commons.wikimedia.org/wiki/File:Map_Languages_CH.png  

The present geographical borders of Switzerland are existing since 1815 with the accession of Wallis, 
Geneva and Neuchâtel to the Swiss Confederation. The Swiss Confederation founded on August 1, 
1291 with the alliance of three valley communities (Schwyz, Uri and Underwalden) to better defend 
against the constant attacks and to gain power in the rebellion against the governors of the Count of 
Habsburg23. Between the 14th and 18th century more and more cantons were joining the confedera-
tion and in 1515 Switzerland declared its neutrality24 which lasted until 1798 when Switzerland was 
invaded by Napoleon and his French army. After years of negotiation, the French withdrew their 
troops and nine further cantons joined the Swiss confederation which regained its independence 
from France in 181523. In 1848, after the end of the last war on Swiss territory, the foundation was 
laid for the current political system of Switzerland with a federal parliament with two chambers.25 

The first words that immediately come to mind when thinking of Switzerland and politics are neutral-
ity, direct democracy and federalism. The Swiss do not elect a president or a single leader but a 
leading cabinet consisting of 7 members (Federal Council) who rule and decide in consensus with 
the parliament (Federal Assembly) consisting of 246 members (200 members from the chamber of 
National Council and 46 members from the chamber of the Council of States) which are directly 
elected by the inhabitants.26 Around 63% of the total population are allowed to vote (age ≥18 years 
is a prerequisite). Via the direct democracy system every inhabitant (swiss citizen) has basically the 
opportunity to "voice their demands"27 by starting a "popular initiative" in which the deem is presented 

                                                      
23 https://www.myswitzerland.com/en-se/planning/about-switzerland/history-of-switzerland/. 
24 https://www.myswissalps.com/aboutswitzerland/culturehistory/historyswitzerland. 
25 https://www.swissinfo.ch/ger/die-schweizer-geschichte---zeittafel/29192306. 
26 https://www.eda.admin.ch/aboutswitzerland/en/home/politik/uebersicht/politisches-system-der-schweiz---fakten-

und-zahlen.html. 
27 https://www.eda.admin.ch/aboutswitzerland/en/home/politik/uebersicht/direkte-demokratie.html. 

https://commons.wikimedia.org/wiki/File:Map_Languages_CH.png
https://www.myswitzerland.com/en-se/planning/about-switzerland/history-of-switzerland/
https://www.myswissalps.com/aboutswitzerland/culturehistory/historyswitzerland
https://www.swissinfo.ch/ger/die-schweizer-geschichte---zeittafel/29192306
https://www.eda.admin.ch/aboutswitzerland/en/home/politik/uebersicht/politisches-system-der-schweiz---fakten-und-zahlen.html
https://www.eda.admin.ch/aboutswitzerland/en/home/politik/uebersicht/politisches-system-der-schweiz---fakten-und-zahlen.html
https://www.eda.admin.ch/aboutswitzerland/en/home/politik/uebersicht/direkte-demokratie.html
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and thus to initiate changes in the federal law and also in the constitution. As soon as 100,000 sig-
natures of supporters are collected within 18 months, the initiative is promoted to the federal assem-
bly which then has to develop a corresponding draft legislation. On the other hand, if the federal 
assembly wants to initiate a change in the legislation this must also be submitted to nationwide vote 
of the citizens. The change is considered valid if 50'000 votes within the following 100 days can be 
successfully collected. Changes in the constitution in the parliament are also to be submitted to a 
nationwide vote of the citizens in order to be implemented. This political system of integrating the 
citizens into the decision-making process is very unique. 

2.2 Kenya 
Kenya is 14 times bigger than Switzerland28, is compartmentalized into 47 counties and is home to 
more than 70 different ethnic groups, or tribes 29. There are two official languages (English and Swa-
hili), but more than 60 different languages30 spoken. The 55.201.96131 Kenyan inhabitants are liter-
ally multilingual speaking at least their tribal/ethnic language, Swahili and most of them also English. 
Below an overview of the Kenyan population is provided. The tribal languages can be clustered into 
three different language families; Bantu, Nilotic and Cushitic. For each language family there are 
further groupings which are to be briefly explained below. 

 
Figure 3. Kenya's population - tribal affiliation 
56% Bantu, 29% Nilotic, 6% Cushitic and 9% other languages/non-Kenyans. Source: adapted from: 
https://www.statista.com/statistics/1199555/share-of-ethnic-groups-in-kenya/  

                                                      
28https://www.mylifeelsewhere.com/country-size-comparison/switzerland/kenya#:~:text=Kenya%20is%20approxi-

mately%20580%2C367%20sq,7.11%25%20the%20size%20of%20Kenya. 
29 https://www.africa.upenn.edu/NEH/kethnic.htm. 
30 https://www.discoverafrica.com/safaris/kenya/languages-in-kenya/. 
31 https://countrymeters.info/de/Kenya. 

https://www.statista.com/statistics/1199555/share-of-ethnic-groups-in-kenya/
https://www.mylifeelsewhere.com/country-size-comparison/switzerland/kenya#:%7E:text=Kenya%20is%20approximately%20580%2C367%20sq,7.11%25%20the%20size%20of%20Kenya
https://www.mylifeelsewhere.com/country-size-comparison/switzerland/kenya#:%7E:text=Kenya%20is%20approximately%20580%2C367%20sq,7.11%25%20the%20size%20of%20Kenya
https://www.africa.upenn.edu/NEH/kethnic.htm
https://www.discoverafrica.com/safaris/kenya/languages-in-kenya/
https://countrymeters.info/de/Kenya
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The language map below provides a graphical illustration of the distribution of the various language 
groups in Kenya. 

 
Figure 4: Language map of Kenya 
Source: Anaya 2016, Culture and Leadership in Kenya, Appendix A, p. 534 

Bantu: 
The Bantu languages are widely spoken across whole Sub-Sahara Africa (from Cameroon, Kenya, 
Namibia and South Africa, see Figure 5 next page). In Kenya Bantu-speaking tribes are located in 
Western Kenya around Lake Victoria, east of the Rift Valley and the coastal belt32. Bantu is the most 
commonly used language in Kenya (56% see Figure 3). The biggest Bantu-speaking ethnical groups 
in Kenya are the Kikuyu (further divided into nine clans; appr. 6.6 mil. people)33 and the Luhya who 
are a composite of 18 different subgroups though they don't share a common cultural background, 
cultural customs or language dialects (appr. 5.3 mill people)34. The third biggest Bantu-speaking 
group in Kenya are the Mijikenda, with approximately 2 million people, to which nine different groups 
belong to (the name Mijikenda means "the nine villages")35. Further Bantu-speaking tribes are: the 
Akamba, Meru, Embu, Tharaka, Mbere, Gussi, Kuria, Pokomo, Segeju, Taveta Taita and Swahili.36 

                                                      
32 Anaya, Culture and Leadership in Kenya, 2016, p. 43. 
33 Anaya, Culture and Leadership in Kenya, 2016, p. 44. 
34 Anaya, Culture and Leadership in Kenya, 2016, p. 46. 
35 Anaya, Culture and Leadership in Kenya, 2016, p. 48. 
36 https://meac.go.ke/kenya-peoples-and-cultures/. 

https://meac.go.ke/kenya-peoples-and-cultures/
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Figure 5: Distribution of the Bantu languages across Sub-Sahara Africa 
Source: Robbeets, Savelyev 2017, Language Dispersal Beyond Farming, Chapter 10, p.238 

Nilotic: 
"The term Nilotic is derived from a place of origin – areas of the Nile River in Sudan".37 As can be 
seen in Figure 4, the Nilotic language group is distributed across a bigger geographical area than 
the Bantu language and covers the whole southwest of Kenya. The three main and most common 
Nilotic tribes are the Luo with around four million people, the Kalenjin with almost five million people38 
and the most popular group of Kenya's indigenous population, the Maasai with approximately 
842.000 people.39 Further Nilotic tribes are the Samburu, Teso, Turkana, Elmolo, Njemps, Marakwet, 
Tugen, Pokot, Elkony, Kipsigis.36 

Cushitic: 
Originally the Cushitic language is to be found in Ethiopia and Somalia and the Cushitic-speaking 
tribes represent a minority in Kenya. Cushitic tribes in Kenya are the Rendille, Somali, Boran, Gab-
bra, Orma, and Boni.36 According to the literature40, already 4000 years ago Cushitic-speaking peo-
ple settled in the eastern part of Africa in the area of today’s Kenya.  

Long time before the Europeans colonialized Kenya, the Arabs and Persians began to trade with the 
Kenyans and settled there already in the first century A.D. By that time also Nilotic- and Bantu speak-
ing people began to settle in this area and as a lingua franca, the Swahili language was used40. In 
1498 with the Portuguese the first European influence was brought to Kenya resulting in the coloni-
alization and Kenya to become a British colony in 189541 also bringing devastating oppression to the 

                                                      
37 Anaya, Culture and Leadership in Kenya, 2016, p. 50. 
38 Anaya, Culture and Leadership in Kenya, 2016, p. 51. 
39 Anaya, Culture and Leadership in Kenya, 2016, p. 52. 
40 http://www.kenyarep-jp.com/kenya/history_e.html#:~:text=Pre%2Dcolonial%20history,Arab%20and%20Per-

sian%20colonies%20there. 
41 Officially Kenya was declared a British colony in 1920 but the the expropriation of Kenyans and handover of land 

to English settlers already took place after the establishment of the East African Protectorate, see http://www.ken-
yarep-jp.com/kenya/history_e.html. 

 

http://www.kenyarep-jp.com/kenya/history_e.html#:%7E:text=Pre%2Dcolonial%20history,Arab%20and%20Persian%20colonies%20there
http://www.kenyarep-jp.com/kenya/history_e.html#:%7E:text=Pre%2Dcolonial%20history,Arab%20and%20Persian%20colonies%20there
http://www.kenyarep-jp.com/kenya/history_e.html
http://www.kenyarep-jp.com/kenya/history_e.html
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native population along with decades of unjust treatment42. The release from the British colonial rule 
was started in 1942 with the Mau Mau movement that was formed from members of the Kikuyu, 
Embu, Meru, Kamba and Masaai tribes40,42. In 1957 the first direct elections for Africans took place 
and in 1963 with their independence and formation to a Republic, the Kenyans elected their first 
President, Jomo Kenyatta40. Kenya started to be an official one-party state by the National Assembly 
until 1992 which then gave rise to the development of a political system based on democracy and 
coalitions. Since 2010 Kenya is declared a presidential republic and is since then governed by Uhuru 
Kenyatta, who is the grandson of Jomo Kenyatta43. 

 

                                                      
42 https://www.blackhistorymonth.org.uk/article/section/african-history/the-colonisation-of-kenya/. 
43 https://www.auswaertiges-amt.de/de/aussenpolitik/laender/kenia-node/politisches-portraet/208078 translated by A. 

Ortmeier. 

https://www.blackhistorymonth.org.uk/article/section/african-history/the-colonisation-of-kenya/
https://www.auswaertiges-amt.de/de/aussenpolitik/laender/kenia-node/politisches-portraet/208078
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3. The concept of cultural dimensions 

This section deals with various theoretical cultural frameworks that apply in particular to culture’s 
influence on business relationships. As described in the research question (see section 1.2 page 11) 
it is one of the key aspects of this thesis to identify cultural similarities and differences between the 
German-speaking Swiss and the Bantu-speaking Kenyans and their related preferred managerial 
leadership styles (see sub-questions 1 to 3). Therefore, a basic understanding of culture in its entirety 
needs to be provided and a distinction needs to be made between national culture and organizational 
culture through a systematization of its facets. It is also crucial in this regard to understand that 
culture and the perception of cultural differences is relative44 and depends from one's own cultural 
background. This relativity is best explained at an example regarding communication across cultures. 
National cultures can be classified into high- and low context cultures (see chapter 3.1.1 page 23). 
Accordingly, for example the difference between the US and Japan in this regard is huge and thus 
resulting in a high potential of miscommunication, while the distance between Japan and Saudi Ara-
bia seems bridgeable.  

 
 
Figure 6: Low-context and high-context cultures on a scale 
Source: Screenshot of Figure 1.1 of E. Meyer, The Culture Map, 2014, p. 30 

Consequently, the author of this thesis is aware that she is also biased in her perception and evalu-
ations however, she will do her best for providing objective results and assessments. However, as 
culture and cultural differences are relative and shaped by ethnocentrism, these biases cannot be 
fully eradicated. Ethnocentrism "is like a perceptual window through which people from one culture 
make subjective or critical evaluations of people from another culture (…) and accounts for our ten-
dency to think our own cultural values and ways of doing things are right and natural. Ethnocentrism 
can be a major obstacle to effective leadership because it prevents people from fully understanding 
or respecting the viewpoints of others. (…) The more ethnocentric we are, the less open or tolerant 
we are of other people's cultural traditions or practices" 45.  
 
Another term that is relevant in this context is the "self-reference criterion". It explains, that we are 
all a product of the culture and the environment we come from which impacts the way we think and 
how we decide. This leads to the assumption that we tend to think that the way we are doing things 

                                                      
44 Meyer, The Culture Map, 2014, p. 32. 
45 Northouse, Leadership Theory and Practice, 2013, p. 385. 
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is the right way and that our perspective is the real, the best and maybe the only perspective 46,47. If 
ethnocentrism comes in addition this leads to prejudicial thinking. Prejudicial thinking and stereotyp-
ing cannot be separated from ethnocentrism. What differs ethnocentrism from the self-reference cri-
terion is that the self-reference criterion itself does not imply prejudicial thinking but ethnocentrism 
always includes a prejudicial component in thinking that the own culture is superior to others48. Eth-
nocentrism and prejudice cannot be completely separated or switched off, however, both can be 
tackled once there is awareness that these influencing our perception of everyday situations, our 
judgements and opinion formation and thus our decision-making process. 
 
Having pointed that out, now the search for a definition and explanation of culture can begin. This 
not so trivial as it may seem in the beginning because first, the context in which the definition of 
culture is of interest must be clarified. The following table (Table 2) shows different definitions of 
culture in dependence of the related subject area. The most business-relevant areas and thus rele-
vant to understand national and organizational culture are highlighted in color.  

Area Definition 

Functional Culture is the way humans solve problems of adapting to the environment or 
living together 

Behavioral Culture is shared, learned human behavior; a way of life 

Structural Culture consists of patterned and interrelated ideas, symbols, or behaviors 

Topical Culture consists of everything on a list of topics, or categories, such as social or-
ganization, religion and economy 

Historical Culture is social heritage, or tradition, that is passed on to future generations 

Normative Culture is ideals, values, or rules for living 

Mental Culture is a complex of ideas, or learned habits, that inhibit impulses and distin-
guish people from animals 

Symbolic Culture is based on arbitrarily assigned meanings that are shared by a society 

Table 2: Sectoral definition of culture by Bodley, 1994:9 
Source: M.J. Browaeys, Understanding Cross-Cultural Management, 2015, p. 3 

This puts the focus on culture, which refers to patterns in behaviors and functions across different 
environments. However, as the functional perspective also incorporates anthropological aspects it 
will not be further elaborated within this thesis. Regarding culture in the context of human behav-
ior/psychology and therefore most applicable in the context of this master thesis, Kroeber and Kluck-
hohn in 1952 have defined culture as: "Culture consists of patterns, explicit and implicit, of and for 
behavior acquired and transmitted by symbols, constituting the distinctive achievement of human 
groups, including their embodiments in artefacts; the essential core of culture consists of traditional 
(i.e. historically derived and selected) ideas and especially their attached values; culture systems 
may, on the one hand, be considered as products of action, on the other as conditioning elements of 
further action."49 There are hundreds of explanations and possible definitions for culture existing and 

                                                      
46 https://www.ukessays.com/essays/marketing/self-reference-criterion-and-an-associated-ethnocentrism-marketing-

essay.php. 
47 https://www.globalsocialmediamarketing.com/international-marketing-international-busi-

ness/#:~:text=SRC%20(self%2Dreference%20criterion),best%20how%20to%20do%20things. 
48 https://research-methodology.net/self-reference-criterion-introduction-and-illustrations/. 
49 A.L. Kroeber; Clyde Kluckhohn, Culture; a critical review of concepts and definitions, 1952, p. 181. 

https://www.ukessays.com/essays/marketing/self-reference-criterion-and-an-associated-ethnocentrism-marketing-essay.php
https://www.ukessays.com/essays/marketing/self-reference-criterion-and-an-associated-ethnocentrism-marketing-essay.php
https://www.globalsocialmediamarketing.com/international-marketing-international-business/#:%7E:text=SRC%20(self%2Dreference%20criterion),best%20how%20to%20do%20things
https://www.globalsocialmediamarketing.com/international-marketing-international-business/#:%7E:text=SRC%20(self%2Dreference%20criterion),best%20how%20to%20do%20things
https://research-methodology.net/self-reference-criterion-introduction-and-illustrations/
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in order to be able to objectively describe culture and cultural differences between groups, regions 
and nations, the concept of different cultural dimensions was progressively developed. Some of the 
most prominent researchers in this area and considered relevant for this thesis are Hall, Hofstede, 
Trompenaars, Schwartz and Schein. These dimensions, in short, analyze, classify, and measure 
patterns and various aspects of a culture, ultimately enabling an objective comparison of different 
cultures in a quantitative manner. 

3.1 National culture - selected management-relevant approaches 
As an introduction, the following figure shows the differences and similarities in the concepts of na-
tional culture by the various authors. From this figure it can be seen that the authors constantly build 
on the findings of their colleagues and expand on already existing concepts. In the following subsec-
tions (3.1.1 - 3.1.5), the contents of the individual dimensions are explained concisely. 
 

Cultural dimensions

Hall 1959/1990 Hofstede 1980/1997 Trompenaars 
1993/1997 Schwartz 1995 GLOBE 2004

high context vs. 
Low context

sequential vs. 
synchronic

neutral vs. 
emotional

future orientation

harmony vs. 
mastery

indulgence vs. 
restraint

uncertainty 
avoidance

universalism vs. 
particularism

personal space

mono- vs. 
polychronic

masculinity vs. 
femininity

individualism vs. 
collectivism 

power distance

long term vs. 
short term 
orientation

specific vs. 
diffuse

individualism vs. 
collectivism

achievement vs. 
ascription

internal vs. 
external control

power distanceegalitarian vs. 
hierarchy

autonomy vs. 
embeddedness

in-group 
collectivism

assertiveness

uncertainty 
avoidance

gender 
egalitarian

institutional 
collectivism

performance 
orientation

humane 
orientation

 

Figure 7: Dimensions of national culture - differences and similarities 



 

- 23 - 
   

3.1.1 Hall's cultural dimensions 

Edward T. Hall and his wife Mildred have classified culture into the following dimensions: 

1. Communication: high context (e.g. Japan, Arab and Mediterranean cultures) vs. low context cul-
tures (American or German) (also see Figure 6 page 20, interpretation of E. Meyer). 

High context cultures do not explain the meaning of a matter in every detail while low context cultures 
"compartmentalize their personal relationships, their work and many aspects of day-to-day life. Con-
sequently, each time they interact with other they need detailed background information."50 Hall 
states that the context level of a culture also depends on the orientation towards the importance of 
personal interrelationships – cultures in which there are "extensive information networks among fam-
ily, friends, colleagues, and clients and who are involved in close personal relationships, are high-
context. As a result, for most normal transactions in daily life they do not require, nor do they expect, 
much in-depth, background information. This is because they keep themselves informed about eve-
rything having to do with the people who are important in their lives."51 

Examples of how differences at the contextual level can lead to misunderstandings or even problems 
are shown in a simple and humorous way by Erin Meyer in her bestseller "The Culture Map". She 
states that communication in low-context cultures is following the principle of "tell them what you are 
going to tell them, then tell them what you've told them"52 which means constant repetition of the 
most crucial points in order to assure that the listener internalizes the most important content. In low-
context cultures people "are conditioned from childhood to assume a low level of shared context – 
that is, few shared reference points and comparatively little implicit knowledge linking speaking and 
listener".52 

2. Personal Space 

This dimension addresses the question of personally needed space, in terms of intimacy and the 
extent of physical contact with strangers and also well-known people, a person still feels comfortable 
with. Metaphorically, this can be imagined as a kind of bubble or sphere around a person. Depending 
on the culture, the size of this bubble also varies. According to Hall, it is significantly larger in coun-
tries in northern Europe (Scandinavia but also Germany) than in southern Europe, such as Italy or 
France. Of course, the size of the bubble or the sphere is also dependent on other things for example 
"the relationship with the people nearby, the person's emotional state, cultural background, and the 
activity being performed"53. So, people from cultures with a bigger personal space might appear 
"cold" or unapproachable while people from small personal space cultures might seem rather intru-
sive. 

3. Time: Monochronic. vs. Polychronic 

Edward T. Hall as an anthropologist and ethnologist described time in the following way: "Human 
concepts of time grew out of the natural rhythms associated with daily, monthly and annual cycles 
(…). Monochronic time means paying attention to and doing only one thing at a time. Polychronic 
time means being involved with many things at once. Like oil and water, the two systems do not mix. 

 

                                                      
50 E. Hall, M. Hall; Understanding cultural differences, 1990, p. 7. 
51 E. Hall, M. Hall; Understanding cultural differences, 1990, p. 6. 
52 Erin Meyer, The Culture Map, 2014, p. 35. 
53 E. Hall, M. Hall; Understanding cultural differences, 1990, p.11. 
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Monochronic time: 

- is scheduled and compartmentalized 
- comparable to a road extending from the past into the future 
- the schedule may take priority above all else (be treated as sacred and unalterable) 
- is perceived as being almost tangible: people talk about it as though it were money, as some-

thing that can be 'spent', 'saved', 'wasted', and 'lost' 
- is used as a classification system for ordering life and setting priorities 
- time becomes a room which some people are allowed to enter, while others are excluded"54 

Polychronic time: 

- is characterized by the simultaneous occurrence of many things and by a great involvement 
with people (more emphasis on completing human transactions than on holding to schedules 

- is experienced as much less tangible 
- is better compared to a single point than to a road"54 

Monochronic time cultures are for example America, Switzerland, Germany and Scandinavia, poly-
chronic cultures are Latin America, Arabia and Mediterranean countries. Therefore, the concept of 
time is also connected to the significance of interpersonal relationships and how they are valued in 
dependence on the preciousness of time.  

3.1.2 Hofstede's cultural dimensions 

Geert Hofstede in collaboration with many other researchers (e.g. Mc Crae, Minkov, Bond) has fur-
ther developed the basic idea of cultural dimensions by Hall and in total identified 6 dimensions of 
national culture: 

1. Power Distance 
"Expresses the degree to which the less powerful members of a society accept and expect that power 
is distributed unequally. The fundamental issue here is how a society handles inequalities among 
people"55. A high degree of power distance indicates that a society accepts a hierarchical order, 
"while in societies with a lower power distance, people strive to equalize the distribution of power and 
demand justification for inequalities of power".55 Countries with a higher power distance index are for 
example China, United Arab Emirates and Latin-American countries (Venezuela, Brazil), whereas 
Nordic Countries, Germany and USA have the lowest values for power distance.56 

2. Individualism vs. Collectivism 
Within this dimension the dynamics and frameworks of social networks are addressed. "A society’s 
position on this dimension is reflected in whether people’s self-image is defined in terms of “I” or 
“we.”55 This allows conclusions to be drawn as to whether this society rather appreciates individual 
achievement than collective achieved results. Consequently, the individual as such, together with its 
immediate needs, are of secondary importance in collectivistic societies. The leading countries on 

                                                      
54 E. Hall, M. Hall; Understanding cultural differences, 1990, p.13-15. 
55 content and all direct quotes within the enumeration of the 6 dimensions are to be found at the homepage: 

https://hi.hofstede-insights.com/national-culture. 
56 all the rankings and country values were obtained with the "culture compass" at https://www.hofstede-in-

sights.com/country-comparison/. 

https://hi.hofstede-insights.com/national-culture
https://www.hofstede-insights.com/country-comparison/
https://www.hofstede-insights.com/country-comparison/
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the individualism score are USA, Canada, Australia (all with scores of 90) followed by middle-Euro-
pean countries (Netherlands, Belgium Germany, France with 80), very collectivistic societies are 
Asian countries like China, Thailand, Bangladesh and African countries like Ghana and Mozambique. 

3. Masculinity vs. Femininity  
"The masculinity side of this dimension represents a preference in society for achievement, heroism, 
assertiveness, and material rewards for success. Society at large is more competitive. Its opposite, 
Femininity, stands for a preference for cooperation, modesty, caring for the weak and quality of life. 
Society at large is more consensus-oriented."55 Typical examples for high score countries in feminin-
ity are Sweden, Netherlands and Denmark vs. high score countries in masculinity Japan, Albania 
and Austria. 

4. Uncertainty Avoidance 
This dimension addresses "how a society deals with the fact that the future can never be known: 
should we try to control the future or just let it happen? Countries exhibiting strong uncertainty avoid-
ance maintain rigid codes of belief and behavior, and are intolerant of unorthodox behavior and ideas. 
Weak uncertainty avoidance societies maintain a more relaxed attitude in which practice counts more 
than principles."55 High uncertainty avoiding countries are Greece, Uruguay, Russia and Japan, the 
lowest scores have Singapore, Jamaica, and Sweden.  

5. Long-term Orientation vs. Short-term Orientation 
The question of how a society deals with time itself and the importance of the past, present and future 
was already addressed by Edward T. Hall 1990. However, Hofstede further enhanced this dimension 
by examining whether a society sets long-term goals or is more focused on objectives that could be 
reached in the immediate term. Readiness for change and coping effectively with change is also an 
aspect relevant in this context. "Societies who score low on this dimension for example, prefer to 
maintain time-honored traditions and norms while viewing societal change with suspicion. Those with 
a culture which scores high, on the other hand, take a more pragmatic approach: they encourage 
thrift and efforts in modern education as a way to prepare for the future." 55 Short-term oriented coun-
tries are for example Colombia, Australia, United States and the leaders in long-term orientation are 
Japan, China, Germany and Russia. 

6. Indulgence vs. Restraint 
Indulgence in this context implies the extent to which a society tolerates a free satisfaction of funda-
mental and natural human impulses related to the pursuit of pleasure and enjoyment of life. Restraint, 
on the contrary, expresses the degree to which the satisfaction of needs is suppressed by regulation 
based on strict social norms.55 The top leaders on the indulgence scale are south-American countries 
like Venezuela, El Salvador and Colombia vs. the countries with the lowest scores are Bulgaria, 
Estonia and Hong Kong. 

3.1.3 Trompenaars' cultural dimensions 

Alfonsus (Fons) Trompenaars has elaborated a concept of culture consisting of seven single dimen-
sions of which four dimensions can in principle be related with dimensions from other authors (he 
was a student of Hofstede, also see Figure 7 on page 22) and the other three dimensions involve 
new approaches: 
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1. Sequential vs. Synchronic: 
In Principle, this dimension is comparable to Hall's dimension of monochronic and polychronic time 
concept and addresses the question of whether to "organize time in a sequential manner, doing one 
task at a time, or in parallel, keeping many things active at once?"57 Within this dimension also the 
importance a society attributes to the interconnectedness of the past, present and future is ad-
dressed. Sequential cultures are the American, Swedish and Dutch whereas Japan, India and Mex-
ico are referred to as synchronic cultures. 

2. Individualism vs. Collectivism:  
This dimension can be related to Hofstede's dimension of Individualism vs. Collectivism but with a 
stronger focus on performance. Mainly this dimension describes to degree to which "the culture fos-
ters individual performance and creativity or is the focus on the larger group leading to cohesion and 
consensus"57. Similar as in the approach postured by Hofstede, examples for individualistic cultures 
would be USA, Canada and Australia and collectivistic cultures are Asian countries like China, Japan 
and also Latin American countries. 

3. Specific vs. Diffuse: 
The "degree of involvement in personal relationships (high = diffuse, low = specific)" is measured 
within this dimension. Within his book "Business Across Cultures" (2004) Trompenaars contextual-
izes this dimension directly to business issues by framing the importance of interpersonal relation-
ships between business partners as a prerequisite for even engaging in a business relationship at 
all. 57 Societies like the Germans, Americans and Netherlands tend to strictly separate their private 
from their working life and thus are more goal-oriented than relationship-oriented within business 
environment whereas Chinese, Indian, Spain and Latin-American like to interconnect their private 
relationship with their business environment. 

4. Achievement vs. Ascription: 
Also related to performance this dimension covers the circumstance of how status is achieved – 
mainly through individual performance and own decisions or is status a given factor based on edu-
cation, "age, gender and family background"57. Status achieved by performance is highly valued 
within Germany, USA and Scandinavia vs. in Japan, Italy and France. 

5. Neutral vs. Emotional 
This dimension can in its idea be also related to one of Hall's dimensions namely the dimension of 
personal space. It describes how openly emotions are shown and the extent to which a society con-
siders emotional control as favorable. Societies in which emotions are rather suppressed would be 
middle-European countries like Germany, Netherlands and also Great Britain while in south-Euro-
pean countries like Italy, Spain and also in Latin America the emotions are shown in a more open 
way. 

6. Internal vs. External Control 
Is describing the degree to which a society is driven by the need to consciously control the environ-
ment and surroundings vs. the approach to cooperate with the environment and adapt to external 
forces and circumstances. Internal control cultures are for example the Americans, Australians and 
the British while China, Japan, Russia and Saudi Arabia are external control cultures. 

                                                      
57 F. Trompenaars, P. Woolliams, Business Across Cultures, 2004, p. 31. 
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7. Universalism vs. Particularism 
The last dimension outlines the extent to which a society emphasizes and adheres to the importance 
of rules/duties in general is reflected within this dimension. Whereas "universalist cultures tend to 
feel that general rules and obligations are a strong source of moral reference, (…) particularist soci-
eties are those where "particular" circumstances are much more important than the rules and bonds 
of particular relationships (family, friends) are stronger than an abstract rule and the response may 
change according to circumstances and the people involved"58. Examples for universal societies are 
USA, Canada and Australia whereas countries more on the particularistic side would be Russia, 
China, and Latin America. 

3.1.4 Schwartz's cultural dimensions 

Shalom H. Schwartz is focusing on how values within different cultures vary and whether some pat-
terns would be identifiable across nations. Thus, he is building on the existing approaches of cultural 
dimensions (e.g. Hofstede) in order to elaborate the differences to the existing models as well. 
Schwartz identifies 6 facets of culture which are juxtaposed in pairs which he defines as bipolar 
dimensions. Within these dimensions he is addressing the questions or social issues of: 

- "To what extent should people be treated as autonomous versus as embedded in their 
groups? 

- How can human interdependencies be managed in a way that elicits coordinated, productive 
activity rather than disruptive behavior or withholding of effort? 

- To what extent should individuals and groups control and change their social and natural 
environment versus leaving it undisturbed and unchanged?"59 

1. Autonomy (intellectual & affective) vs. Embeddedness 
In autonomous cultures people are "encouraged to pursue arousing, affectively positive personal 
experience"59 while in embedded cultures the "meaning in life is expected to come largely through 
in-group social relationships, through identifying with the group (…) and striving towards its shared 
goals."59 This dimension is in its essence comparable to Hofstede's individualism/collectivism. Lead-
ing values and virtues in autonomous cultures are "broadmindedness, curiosity and creativity" 
whereas in embedded culture it is crucial to not impact the "traditional order" in a negative way there-
fore, values like "social order, respect for tradition, security, obedience, and wisdom"59 are highly 
appreciated. China, Iran, Nepal, Ethiopia are examples for highly embeddedness-oriented cultures. 
Scandinavian countries are representatives of autonomous cultures. 

2. Egalitarianism vs. Hierarchy 
Related to Hofstede's dimension of power distance, this facet of human behavior is referring to the 
way of how people treat each other in terms of the distribution and achievement of power. In egali-
tarian cultures people "recognize one another as moral equals who share basic interests as human 
beings"59 but also take responsibility for their own decisions vs. the power allocation related to the 
role or status a person has within hierarchical cultures and "unequal distribution of power, roles, and 
resources is legitimate and even desirable".60 However, values that characterize egalitarian societies 
are "equality, social justice, responsibility, help and honesty"60 while "social power, authority, humility 

                                                      
58 F. Trompenaars, P. Woolliams, Business Across Cultures, 2004, p. 31 (all direct quotes and details to the descrip-

tion of the dimensions), p. 33. 
59 Handbook of the Economics of Art and Culture, Volume 2, 2014, Chapter 20, p. 552. 
60 Handbook of the Economics of Art and Culture, Volume 2, 2014, Chapter 20, p. 553. 
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and wealth"60  are representing the key factors of hierarchical cultures. Russia, China and Iran would 
be representatives for hierarchical cultures. Scandinavian countries are described as egalitarian 
countries. 

3. Harmony vs. Mastery 
Cultures with higher harmony levels are (similar as Trompenaars dimension of external control) 
closer to nature and the external circumstances "appreciating the way things are rather than trying 
to change them (…) and avoiding conflict"60. These cultures are not change-affine but prefer to main-
tain status-quo therefore virtues in these cultures can best described as frugality, contentment, con-
stancy, peace, conservation of and connectedness with nature and the environment. These charac-
teristics can also be found in low uncertainty avoidance values in Hofstede's concept. As the term 
implies mastery cultures strive for progress and changing or master the environment and circum-
stances in order to achieve their objectives. Problem-solving skills, assertiveness, perseverance, 
purposefulness, performance and competence are highly aspirational in these cultures. These attrib-
utes are also to be found in Hofstede's dimension of masculinity/ femininity. Examples for mastery 
cultures are America and Israel, while Ethiopia for instance is a harmony culture.  

Schwartz does not strictly separate the dimensions from each other, instead rather the opposite by 
explaining that there are strong interrelations between the dimensions as some assumptions of ben-
eficial values are shared. For example, the empowerment, individual decision-making and taking 
responsibility for one's decisions are emphasized in egalitarian and autonomy cultures, maintaining 
or preserve status-quo is appreciated in harmony and embeddedness cultures. The acceptance of 
inequality combined with "inequality in the distribution of resources" is high in mastery and hierarchy 
cultures. By empirical research Schwartz was able to create a country-value map and he found out 
that cultures which are related in language, religion or geographical proximity share a common value 
set. He then clustered these into the following "cultural regions": 1. West European, 2. English-speak-
ing, 3. Latin American, 4. East-Central and Baltic European, 5. Orthodox East European, 6. South 
Asia, 7. Confucian influenced, 8. African and Middle Eastern. 

 
Figure 8: Cultural regions by Shalom H. Schwartz 
Source: Handbook of the Economics of Art and Culture, Volume 2, 2014, Chapter 20, p.560 

He then examined how his cultural dimensions are in relation to economic development of the re-
spective countries. Schwartz states that "economic development fosters cultural autonomy and egal-
itarianism and curbs embeddedness and hierarchy. Cultures that persist in emphasizing embed-
dedness and hierarchy stifle the individual initiative and creativity needed to develop economically."61 

                                                      
61 Handbook of the Economics of Art and Culture, Volume 2, 2014, Chapter 20, p.567. 
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Associated with economic development of countries he also detected that countries with high levels 
in hierarchy and embeddedness also have the highest levels in corruption. 

3.1.5 Cultural dimensions established by GLOBE  

The GLOBE research project is a foundation brought to life by Robert J. House, Mansour Javidan 
and Ali Dastmalchian in the early 1990's62 and by now comprises a collective of more than 200 
researchers from 62 countries examining variations in leadership and organizational behaviors in 
different countries around the world (GLOBE = Global Leadership & Organizational Behavior Effec-
tiveness). The aim of this research project is mainly to examine the impact of culture to preferred 
leadership behavior (based upon which criteria a leader is considered positive among different cul-
tures) and leadership effectiveness in the respective cultures. Being a good leader for instance in 
France does not necessarily corresponds to being a good leader in Italy, Germany or in a very dif-
ferent culture e.g. China. Complementing the fundamentals and elaborations of Hall, Hofstede, 
Trompenaars and Schwartz, GLOBE has identified 9 cultural dimensions within their research project 
and "studied the effects of these dimensions on expectations of leaders, as well as on organizational 
practices in each society"63: 1. Performance Orientation, 2. Future Orientation, 3. Humane Orienta-
tion, 4. Institutional Collectivism, 5. In-Group Collectivism, 6. Gender Egalitarianism, 7. Assertive-
ness, 8. Power Distance and 9. Uncertainty Avoidance. 

The dimensions of Power Distance (the acceptance and also expectation of a society towards une-
qual distribution of power) and Uncertainty Avoidance (the significance of both procedural formality 
and the establishment of rather rigid and predefined processes/structures in order to increase pre-
dictability and plannability, with the aim of mitigating the risk of unforeseen and potentially negative 
future events) are in principle the same as found in Hofstede's dimensions. In addition, GLOBE has 
elaborated two dimensions dealing with the concept of collectivism: in-group collectivism describes 
how "individuals express pride, loyalty and cohesiveness in their organizations or families"64 and 
institutional collectivism describing the value of group performance over individual performance and 
also the emphasis of "collective distribution of resources and collective action"64. Furthermore, they 
have expanded Hofstede's dimension of Masculinity vs. Femininity by specifying it into the dimen-
sions of Gender Egalitarianism and Assertiveness. Direct analogies can also be identified in the 
Hofstede dimension of Long-term Orientation and the GLOBE dimension of Future Orientation. What 
sets GLOBE's concept of culture apart from other previous approaches are the two new elements of 
Humane Orientation (significance of values like "being fair, altruistic, generous, caring and kind to 
others"63) and Performance Orientation (encouragement of "performance improvement and excel-
lence"63) whereby the underlying core for these can be inferred from Trompenaars' dimensions Spe-
cific vs. Diffuse and Achievement vs. Ascription.  

Within their research project GLOBE detected similarities across countries with a geographic prox-
imity and thus created regional clusters that are: Latin America, Anglo, Latin Europe, Nordic Europe, 
Germanic Europe, Eastern Europe, Sub-Saharan Africa, Middle East, Southern Asia and Confucian 
Asia. To address the second emphasis of the GLOBE project namely to examine the impact of culture 

                                                      
62 https://globeproject.com/foundation?page_id=foundation. 
63 "In the Eye of the Beholder: Cross Cultural Lessons in Leadership from Project GLOBE", Academy of Manage-

ment Perspectives, 2006, Volume 20, p. 69. 
64 "In the Eye of the Beholder: Cross Cultural Lessons in Leadership from Project GLOBE", Academy of Manage-

ment Perspectives, 2006, Volume 20, p. 70. 

https://globeproject.com/foundation?page_id=foundation
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to preferred leadership behavior or how leadership attributes vary among different cultures and lead-
ership effectiveness in the respective cultures, GLOBE has developed the "culturally endorsed im-
plicit leadership theory (CLT)" (see chapter 4.3 page 40) and thus built the bridge between leadership 
and cultural differences. 

 
Figure 9: Cultural clusters established by GLOBE.  
Source: P.G. Northouse, Leadership Theory and practice,2013, p. 390 
 
 

Cultural Dimension High-Score Clusters Low-Score Clusters 

Assertiveness orientation Eastern Europe, Germanic Europe Nordic Europe 

Future orientation Germanic Europe, Nordic Europe Eastern Europe, Latin America, Middle East 

Gender egalitarianism Eastern Europe, Nordic Europe Middle East 

Humane orientation Southern Asia, Sub-Saharan Africa Germanic Europe, Latin Europe 

In-group collectivism Confucian Asia, Eastern Europe, Latin 
America, Middle East, Southern Asia Anglo, Germanic Europe, Nordic Europe 

Institutional collectivism Nordic Europe, Confucian Asia Germanic Europe, Latin America, Latin Europe 

Performance orientation Anglo, Confucian Asia, Germanic Europe Eastern Europe, Latin America 

Power distance No clusters Nordic Europe 

Uncertainty avoidance Germanic Europe, Nordic Europe Eastern Europe, Latin America, Middle East 

Table 3: Overview of GLOBE's cultural clusters and cultural values 
Source: adapted from P.G. Northouse, Leadership Theory and practice,2013, p. 392 
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3.1.6 Bridging into business - a concise description of organizational culture 

The development of organizational/corporate culture in the business environment is inherent to the 
nature of human behavior in the sense of generating a "code of conduct" to establish a framework 
for determining both, what behavior is acceptable and what behavior will result in negative feedback 
and exclusion from the company. Within companies it can be observed that also various subcul-
tures65 within different departments emerge which is per se not a bad thing and it lies in the nature 
of human to adapt to a group/team. An "organizational subculture forms when people of common 
situations, identities, or job functions gather around their own interpretations of the dominant com-
pany culture. These subcultures most commonly form when employees find they need to develop 
idiosyncratic behaviors, values, and goals to fulfill specific functions of their disciplines"66. However, 
these subcultures can also lead to compartmentalization and problems of understanding not only in 
terms of communication, but also when it comes to intersections and interdepartmental cooperation, 
leading to a reduction in efficiency. Lower efficiency may also negatively impact the performance of 
the company and therefore these aspects should definitely not be underestimated. 

But what "does" organizational/corporate culture and why is it considered a crucial aspect in business 
management? According to E. Schein "culture constrains, stabilizes, and provides structure and 
meaning to the group members"67. Leadership and culture are interwoven, as cultural values/beliefs 
define what is perceived as beneficial but also impeding leadership (behavior). However, also the 
role of leadership and management in the formation and development of corporate culture is not to 
be underestimated as leaders/line managers have a leading function in the hiring process and there-
fore are able to select candidates with beneficial values and attributes. By doing so, leaders are able 
to directly shape corporate culture and also change corporate culture if necessary. Furthermore, they 
(should) act as a role model for their subordinates and thereby live the attitude and values which 
best represent the corporate culture.  

E. Schein analyzed culture and identified 3 different levels of culture in order to describe the construct 
in a more tangible way to better understand of what culture is. Following that approach, it is also 
possible to get an impression of the corporate culture of a company.  

 
Figure 10: Levels of (organizational) culture  
Source: adapted from E. Schein, Organizational Culture and Leadership, 2004, p. 26 

                                                      
65 also known as "professional culture", see M.J. Browaeys, Understanding Cross-Cultural Management, 2015, p. 20, 

324 and 397. 
66 https://bonfyreapp.com/blog/organizational-subculture-good-bad#:~:text=Organizational%20subcul-

ture%20forms%20when%20people,of%20the%20dominant%20company%20culture. 
67 E. Schein; Organizational Culture and Leadership, 3rd edition, 2004, p. 1. 
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Artifacts in organizations are not only the processes but also visible in the corporate identity, corpo-
rate branding but also in the way the company has designed it's working spaces and reception. Within 
a company's vision-/mission statements and strategy papers the espoused beliefs and values are 
described but the underlying assumptions are only to be identified when working in the company or 
having the opportunity to deeply interview employees. 

3.2 Restrictions of and criticism on the classificatory concept of culture 
The pursuit of understanding the reasons for human behavior and variations in it across nations/re-
gions is the underlying principle of the entire process of analyzing and classifying cultural aspects. 
However, the cultural dimensions "do not 'exist' in a tangible sense. They are constructs: if they exist, 
it is in our minds (Levitin, 1973). They should help us in understanding and handling the complex 
reality of our social world".68 The whole concept of classifying culture by categorizing patterns into 
dimensions is undoubtedly a profound start in gaining a solid grasp of cultural differences and the 
subsequent development of intercultural competencies, however, it is important to recognize that 
cultural diversity should not be stereotyped and oversimplified. In any case, it is therefore recom-
mended to not only study the theoretical cultural principles in other countries by using just one cultural 
model (e.g. just the cultural compass of Hofstede). 

Besides to the issues of stereotype formation or framing and oversimplification/generalization of cul-
tural differences, also the issue of transferability of research findings to the individual is not readily 
feasible. Hofstede states that "one of the weaknesses of much cross-cultural research is not recog-
nizing the difference between analysis at the societal level and at the individual level"69. In the context 
of transferability also the aspect of personal background of the researcher, the associated mind-set 
and personal experiences are to be considered. When it comes to comparison and evaluation of 
human behavior and business management principles from one country to another, these compari-
sons depend on the relative position of a researcher within the "cultural map"70. Most of the cultural 
researchers come with an anglo-centric or euro-centric background. 

Considering that Kenya and Switzerland are the subject of this master thesis, it is striking that there 
is a very strong focus on Europe and English-speaking countries by many cultural researchers (see 
also Figure 8: Cultural regions by Shalom H. Schwartz or the ten regional clusters by GLOBE pro-
ject). Europe is mostly divided into at least 3 (Northern, Central and Southern Europe), sometimes 
into 4 (Eastern Europe separately) parts, each of which is studied separately. Asia is usually ana-
lyzed in 3 parts (North or Confucian Asia, India and Southeast Asia for "the rest"). The largest conti-
nent in the world, however, with an incredible cultural diversity is usually considered as just 1 part 
(Africa), in higher "diversified" studies after all in 2 parts (North Africa and Sub-Saharan Africa). In 
the case of Schwartz, Africa was neglected not only in its complexity, also it was unified with the 
Middle East. On the one hand this can be explained by the lack of availability of data (also literature) 
and the accessibility to potential study populations as such, as the culture researchers mentioned 
mainly come from or have strong connections to Europe or anglophone countries. On the other hand, 
it seems that currently there is still a lack of interest in African countries, which could be due to lower 
extent of business relationships/networks compared to Asian countries for example. 

                                                      
68 G. Hofstede; Dimensionalizing Cultures: The Hofstede Model in Context, 2011, Online Readings in Psychology 

and Culture, 2 (1), p. 21. 
69 G. Hofstede; Dimensionalizing Cultures: The Hofstede Model in Context, 2011, Online Readings in Psychology 

and Culture, 2 (1), p. 6. 
70 Meyer, The Culture Map, 2014, 37. 
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In addition to the euro- or anglo-centric perspective also the values and ethics from a "western" world 
view are taken as a basis and then transferred to a completely different cultural environment with a 
different historical and socio-economic development. Thus, the circumstance is ignored that the "ul-
timate economic goal" of African societies may not correspond to the goals of the Western societies 
which the author of this thesis considers as "global effectiveness and most possible profit". In a nut-
shell "the criticism is about the relative rigidity of values, the implied tendency toward ethnocentrism, 
and the importance of flexibility in global contexts and pluralistic societies. (…) Few scholars have 
evaluated culture or leadership theories in regard to the study of African cultures and cross-cultural 
management in Africa."71 

To conclude this chapter dealing with the concepts of culture, there is one last question to be an-
swered: Why is it even so important within international business to address the issue of cultural 
differences and cross-cultural management? Schein explains the need for an emphasis on intercul-
tural competence in business environment within two sentences: "If we understand the dynamics of 
culture, we will be less likely to be puzzled, irritated, and anxious when we encounter the unfamiliar 
and seemingly irrational behavior of people in organizations, and we will have a deeper understand-
ing not only of why various groups of people or organizations can be so different, but also why it is 
so hard to change them. Even more important, if we understand culture better, we will better under-
stand ourselves – better understand the forces acting within us that define who we are, that reflect 
the groups with which we identify and to which we want to belong"72. 

                                                      
71 Anaya, Culture and Leadership in Kenya, 2016, p. 172. 
72 E. Schein, "Organizational Culture and Leadership", 3rd edition, 2004, p. 10. 
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4. A selection of relevant leadership/management theories 

Mankind is a species that prefers to live in social groups and has developed its strengths and supe-
riority over other species through division of labor. However, since a human group does not (yet) 
have a collective thinking or " share in mind and eyes", as for example a shoal of fish, in which each 
member knows how to behave and move despite without a clear announcement of a certain leader, 
the question of good leaders and how to be a good leader probably occupies the human race since 
the beginning. In the past the idea of leadership was connected with "the one heroic, strong leader" 
for all73, but nowadays the world, the knowledge and the tasks have become too complex for one 
singular leader to be able to capture and consider all the interconnections. Nor is a good leader a 
hero, and may not always appear as “strong” in that heroic male image of the past. 

 "In actuality, there are over two hundred differing ideas and theories on leadership and how to define 
this concept"74, resulting in overall four different approaches – the trait approach, the skills approach, 
the style approach and the situational approach.75 Within this master thesis only the essence of some 
of the major leadership theories from the situational approach (that builds on and also embodies the 
style approach) will be presented in a compacted form because the author considers this approach 
provides a fundamental understanding of the components of leadership. Furthermore, this approach 
also takes the followers with all their capabilities and motivations into account as well as the situation-
specific behavior or "style" of the leader). However, also the trait and skills approaches have their 
significance and are especially useful when it comes to the fact that a leader must first develop an 
understanding for the own capabilities, traits and limits. Besides, the styles and situational approach 
could only be developed on the basis of the knowledge built up by the trait approach as it is histori-
cally the starting point of the leadership research. The precursor of the trait theory was the great man 
theory, which states that there are natural leaders who are born with the qualities of a good leader, 
without much external education.76 In summary, the traits are innate and not acquired, so either one 
is born as a pre-determined leader or one is no leader.76  

This laid the foundation for research into the definition of the characteristics and qualities of a good 
leader, and thus the opportunity of learning them over time. So, the way was paved for the develop-
ment of the behavioral theory in the late 1980s77 which emphasize that leadership skills and out-
standing leadership behavior can be learned (skills and styles approach). Behavior is defined as 
"anything that an organism does involving action and response to stimulation"78. The actions and 
responses to external stimuli and specific situations are of course determined by the personality and 
attributes of a person, but can be consciously influenced and controlled through systematic and spe-
cific training. For leadership research this also implied that no more the leader as a person was the 
center of attention but that the leader him/herself is dependent on the situation and the behavior and 
capabilities of his/her subordinates. Once attention was paid not only to the reaction to or behavior 

                                                      
73 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p. 21. 
74 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p. 20. 
75 Northhouse, "Leadership: theory and practice", 6th edition, 2013, chapters 2-5. 
76 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p.22-23. 
77 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p.23. 
78 https://www.merriam-webster.com/dictionary/behavior. 
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in certain situations (skills approach), but also to the resulting actions, the next stage in the develop-
ment of this approach was the emergence of a new stream focusing on the actions of leaders (style 
approach). The essence and implications of leadership modernized and changed from "the individual 
as a leader"79 to leadership as "a function or process by which the larger organization could accom-
plish its goals"80. Leadership is not only dependent on the characteristics and skills of the leader, but 
also equally on the response of subordinates along with external factors, and must be adaptable to 
the given situation (situational approach). Within the following sections (chapters 4.1 - 4.3) some 
popular leadership theories based on the situational approach which the author considers to be par-
ticularly relevant for managerial leadership are introduced. 

4.1 Situational leadership by Hersey and Blanchard 
There is no such thing as the one true leadership style or no ideal-typical management style - this is 
the view of Paul Hersey and Ken Blanchard (1979)81. The key to success is the leader's ability to 
apply the appropriate leadership style in the respective situations - thus the keyword is flexibility. 
With this approach leadership is seen as an interplay of the interpersonal relationship between the 
leader and the subordinates, the related task structure, the position of power of the leader and thus 
the resulting situation. The prerequisite for applying this behavioral theory is not only that the leader 
is sufficiently capable of quickly assessing and evaluating certain situations to be able to choose the 
appropriate leadership style but also secondly, that the leader really understands and knows his/her 
subordinates so that he/she is able to assess them appropriately. The leader who wants to apply the 
situational leadership style must get to know his/her employees in such depth that he/she can cate-
gorize them according to their current "developmental state" and their individual "maturity level". 

The so-called maturity level of an employee is "determined by the two elements of competence and 
commitment. Competence is understood to be the specialist knowledge, skills, and experience of an 
employee and commitment in this context is understood to be motivation, willingness to perform."82 

Hersey and Blanchard have therefore identified 4 different levels of maturity and categorized them 
as follows: 

• "M1: low maturity (lack of motivation, knowledge, and skills), 

• M2: low to moderate maturity (motivation but lack of skills), 

• M3: moderate to high maturity (skills, but lack of motivation), 

• M4: high maturity (motivation, knowledge, and skills available)."83 

Now the demand for the leader is to identify the most suitable categories for his employees and to 
apply the appropriate leadership styles, which are explained in detail below. However, care must be 
taken, as the leadership style must not only be adapted according to the level of maturity but also 
vary according to the situation. Thus, the leader has to apply different leadership-specific procedures 

                                                      
79 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p. 21. 
80 Hunt, Thaddeus and L. Fedynich. “Leadership: Past, Present, and Future: An Evolution of an Idea.” Journal of Arts 

and Humanities 8 (2018), p. 23. 
81 Hersey, Blanchard, "Situational Leadership, Perception and the Impact of Power", Group & Organization Manage-

ment, 1979, p. 418. 
82 https://wirtschaftslexikon.gabler.de/definition/theorie-des-reifegrades-51221, translated by A. Ortmeier. 
83 https://www.ibim.de/management/3-4.htm. 
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and behaviors in order to be successful. As the level of maturity increases, however, the task orien-
tation decreases, and the relationship orientation increases. The main benefit of a situational lead-
ership style is mostly the individual consideration of different developmental states between the team 
members and thus supporting and challenging the team members appropriately. This comprehen-
sive way of thinking and acting makes the situational management style one of the most challenging 
and complex management styles, as it places very high demands on the manager. Accordingly, the 
manager must have a solid command of all four leadership styles each being a "combination of task 
behavior and relationship behavior."84  

Commanding, directing ("Telling") "is for low maturity. People who are unable and unwilling to take 
responsibility need clear, specific directions and supervision."85 This represents communication in 
one direction, namely from the superior to the employee. In this case the leader directly advises the 
subordinated in very high detail orientation about the task to be fulfilled. 

Reasoning, Coaching ("Selling"): "is for low to moderate maturity. People who are willing but unable 
to take responsibility need directive behavior because of their lack of ability, and supportive behavior 
to reinforce their willingness and enthusiasm85. Here too, the leader sets the direction, but commu-
nication now takes place in both directions, and the employee is given the task in such a way that 
the employees make it all their own. The leader argues rationally or emotionally to get the employees 
to accept the task. Therefore "selling involves high task and high relationship behavior"85. 

Involvement, Supporting ("Participating"): "is for moderate to high maturity. The follower has the abil-
ity but lacks self-confidence or enthusiasm, so the leader needs to maintain two-way communications 
to support the follower’s ability"85. This is where a mutual decision-making process takes place and 
less direct and very detailed instructions are provided by the leader. The improvement of the rela-
tionship with the employee is emphasized and the "hierarchical distance" between leader and the 
person being led is reduced. 

Assigning ("Delegating"): "is for high maturity. The people have both ability and motivation, and little 
direction or support is needed. Followers are permitted to decide how, when, and where to perform." 

85 The leader has the overall responsibility and decision power and thus supervises the results and 
the implementation. However, small decisions or decisions with a minor impact can be made from 
the employees.  

In applying this leadership approach, the leader/manager is required to constantly observe and reg-
ularly re-evaluate the development of the employees, the situation and one's own behavior. This 
approach places very high demands on the manager and requires that the manager has very pro-
nounced self-knowledge of his or her own abilities, behaviors, but also weaknesses and therefore, 
also an appropriate degree of self-criticism. In order to fully apply situational leadership, a leader has 
to master all the four leadership styles which poses a challenge. Due to personal traits, instilled 
manners, cultural background and personal preferences one is more attracted to a specific leader-
ship style or perhaps also unable to apply one of the four. Below, Figure 11 illustrates the interaction 
of the decisive factors commitment and competence of the employees and the respective leadership 
style to be applied. 

                                                      
84 Hersey, Blanchard, Natemeyer, Group & Organization Studies, 1979, Volume: 4 issue: 4, page 421. 
85 Hersey, Blanchard, Natemeyer, Group & Organization Studies, 1979, Volume: 4 issue: 4, page 422. 
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Figure 11: Model of Hersey-Blanchard's situational leadership theory.  
Source: https://guntergroup.com/situational-leadership/  

The leader must correctly identify and classify the level of maturity of each individual employee in 
order to be able to lead and support them. Thereby, wrong assessments can lead to employees 
being confronted with inappropriate leadership behavior. Nevertheless, the situational leadership 
style can supply the essential understanding that employees should be evaluated, challenged and 
developed individually appropriately. As an extension and more practical enhancement of the previ-
ously introduced theory of basic situation-specific leadership styles, a concise description of 
Goleman's leadership styles will be provided in the following section. 

4.2 Behavioral leadership – 6 styles by Goleman 
Daniel Goleman is a psychologist who is mainly known for his theories and books on emotional 
intelligence. When asking himself the question of "what makes a leader", he always "found the role 
of emotional intelligence in leadership particularly compelling"86. Goleman sees a direct relation be-
tween emotional intelligence and effective performance and describes the fundamentals of emotional 
intelligence as self-awareness, self-management including self-control, social awareness incl. em-
pathy, and the ability to manage relationships which could also be seen as social skills.87 Within his 
research he identified six distinct leadership styles deriving from different aspects of emotional intel-
ligence, which should be never used alone but always in combination. As already explained in the 
previous chapter, the certain extent to which one applies the styles depends on personal traits, in-
stilled manners, cultural background and personal preferences. 

                                                      
86 https://www.danielgoleman.info/biography/. 
87 Goleman, "Leadership That Gets Results", Harvard Business Review, March-April 2000, p. 78 und 80. 
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Figure 12: Goleman's competency framework of emotional intelligence 
Source: Goleman, 2011, Leadership: The Power of Emotional Intelligence p. 14 
 

Authoritative Style: "The authoritative leader is a visionary; he motivates people by making clear to 
them how their work fits into a larger vision for the organization. People who work for such leaders 
understand that what they do matters and why. Authoritative leadership also maximizes commitment 
to the organization's goal and strategy (…). The standards for success are clear to all, as are the 
rewards. The approach fails, when a leader is working with a team of experts or peers, who are 
experienced than he is; they may see the leader as pompous or out-of-touch"88. 

Coaching Style: This leadership style is self-explanatory; the "leaders help employees identify their 
unique strengths and weaknesses and tie them to their personal and career aspirations".89 This style 
is only applicable if the leader has knowledge in the specific subject matter and only with people who 
are ready to accept their own weaknesses, are open for changes/improvements and are willed to be 
coached. The coaching styles includes regular feedback (positive and negative) in order to set goals 
and motivate people. 

Affiliative Style: "People come first. This leadership style revolves around people – its proponents 
value individuals and their emotions more than tasks and goals."90 In teams with a leader that mostly 
applies the affiliative style the working relationship and the climate is more like in a family. Everyone 
knows where he belongs and it is an environment of positive feedback. The affiliative leader provides 
flexible structures and space for communication. However, it is recommended to use this style in 
combination with the authoritative style because the flexibility and openness often lacks of a clear 
vision and critics for improvement. "Its exclusive focus on praise can allow poor performance to go 
uncorrected. (…) Indeed, if overly relied on, this style can actually steer a group to failure".91 

Democratic Style: A democratic leader involves his/her employees by asking for and listening to their 
opinions/ideas and their consideration within the decision-making process. In doing so, the employ-
ees are also involved in defining a common goal resulting in high commitment and high motivation. 
Critics to this style are mainly that it can be very time-consuming to have all the opinions heard and 

                                                      
88 Goleman, "Leadership: The Power of Emotional Intelligence", 2011, p. 44-45. 
89 Goleman, "Leadership That Gets Results", Harvard Business Review, March-April 2000, p. 87. 
90 Goleman, "Leadership: The Power of Emotional Intelligence", 2011, p. 48. 
91 Goleman, "Leadership: The Power of Emotional Intelligence", 2011. p. 50. 
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employees can also misunderstand this approach by assuming that the leader is indecisive or in-
competent.92 

Pacesetting Style: "higher, better, faster", a leader who uses the pacesetting style expects exces-
sively high performance and constant improvement. The work itself is very much reduced to the task 
level; personal sensitivities are of little importance. This approach only works as long as one is man-
aging a team of highly motivated, capable and independent employees with a limited scope of tasks. 
"Many employees feel overwhelmed by the pacesetter's demands for excellence and their morale 
drops. (..) At the same time, people often fell that the pacesetter doesn't trust them to work in their 
own way or to take initiative."93 

Coercive Style: this style is an autocratic approach, visible very much in strict top-down decisions 
communicated not in a friendly way but very straight and strict often leaving people feeling disre-
spected and unmotivated. Nevertheless, this leadership style also has its benefits and can be used 
with caution, for example if a radical change in organizational culture necessary or in case of an 
emergency where direct instructions without time for discussion or opposition are required.94 

 the leaders modus 
operandi 

the style in 
a phrase 

emotional intelli-
gence competencies when the style works best impact on  

climate 

coercive demands immedi-
ate compliance 

"do what I 
tell you." 

Drive to achieve, in-
itiative, self-control 

in a crisis, to kick start a 
turnaround, or with prob-
lem employees 

negative 

authoritative mobilizes people 
toward a vision 

"come with 
me." 

self-confidence, em-
pathy, change cata-
lyst 

when changes require a 
new vision, or when a 
clear direction is needed 

most 
strongly 
positive 

pacesetting 
sets high stand-
ards for perfor-
mance 

"do as I do, 
now." 

conscientiousness, 
drive to achieve, ini-
tiative 

to get quick results from 
a highly motivated and 
competent team 

negative 

democratic 
forges consensus 
through participa-
tion 

"what do 
you think?" 

collaboration, team 
leadership, commu-
nication 

to build buy-in or consen-
sus, or to get input from 
valuable employees 

positive 

coaching develops people 
for the future "try this." 

developing others, 
empathy, self-
awareness 

to help an employee im-
prove performance or de-
velop long-term strengths 

positive 

affiliative 
creates harmony 
and build emo-
tional bonds 

"people 
come first." 

empathy, building 
relationships, com-
munication 

to heal rifts in a team or 
to motivate people during 
stressful circumstances 

positive 

Table 4: Overview of Goleman's 6 leadership styles.  
Source: adopted from Goleman, "Leadership That Gets Results", Harvard Business Review, March-April 2000, 
pages 82-83 

Both leadership theories described in the above two chapters emphasize that different leadership 
styles are to be applied in combination and in accordance with the situation. It is obvious that not 
every leader is capable of all leadership styles and may not internalize despite being trained. This is 
not only due to character traits or personality, but is also very much related to the cultural background 
of the leader. If the leader comes from a country in which, for example, only performance counts and 
he or she was raised in this way since childhood, it is obviously very difficult to break up firmly an-
chored thinking patterns and then for example switch to the "affiliative leadership style".  

                                                      
92 Goleman, "Leadership: The Power of Emotional Intelligence", 2011. p. 51-52. 
93 Goleman, "Leadership: The Power of Emotional Intelligence", 2011. p. 52, 53. 
94 Goleman, "Leadership: The Power of Emotional Intelligence", 2011. p. 54. 
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In an international environment, the moral concepts and values shaped by cultural heritage and their 
effects on direct cooperation in intercultural teams are not be underestimated. For this reason, in the 
next section a leadership theory will be shown, which addresses the effects of culture to leadership. 

4.3 Culturally endorsed implicit leadership theory by GLOBE 
As already indicated in chapter 3.1.5 (page 29), the aim of the GLOBE research project is mainly to 
examine the impact of culture to preferred and outstanding leadership behavior (based upon which 
criteria a leader is considered positive among different cultures) and leadership effectiveness in the 
respective cultures. For this purpose, GLOBE added the additional layer of cultural aspects to the 
underlying principles of "Implicit Leadership Theory (ILT)" encompassing the context and perspective 
of cross-cultural differences and named it culturally endorsed implicit leadership theory (CLT). The 
basic idea was to examine how people across cultures (and nations) agree to positive and negative 
attributes in a leader and if these outcomes could be related to the cultural background. Then it would 
be possible to create a framework or guideline for "global leaders" but also expatriates, what to con-
sider when working with or leading an intercultural team. 

Basically, the ILT differs from the other streams of leadership theories in that aspect, that it empha-
sizes not the behavior of the leader but the perceptions of the followers and how they consider the 
behavior of their leader (=follower-centered leadership). "Individuals hold a set of beliefs about the 
kind of attributes, personality characteristics, skills, and behaviors that contribute to or impede out-
standing leadership. These belief systems, variously referred to as prototypes, cognitive categories, 
mental models, schemas, and stereotypes in the broader social cognitive literature, are assumed to 
affect the extent to which an individual accepts and responds to others as a leader"95. "People com-
pare a potential leader or follower to their implicit benchmarks and act in accordance with the out-
come of these comparisons"96. From the perspective of this theory, leadership is "in the eye of the 
beholder"97. Building on ILT, the GLOBE project identified 6 dimensions of leadership profiles and 
behaviors of leaders that were universally perceived as positive and negative. 

 Dimension Description 

1. Charismatic/value-based 
(highest scores in Anglo cluster, lowest 
score in the Middle East cluster) 

Reflects the ability to inspire, motivate and to expect high performance 
from others based on strongly held core values. A charismatic leader is 
visionary, inspirational, self-sacrificing, trustworthy, decisive and per-
formance-oriented 

2. Team-oriented 
(highest score in Latin American cluster, 
lowest score in Middle East Cluster) 

Effective team building and implementation of a common purpose or 
goal among team members is emphasized. A team-oriented leader is 
collaborative, integrative, diplomatic, nonmalevolent and administra-
tively competent.  

3. Participative 
(highest score in Germanic European clus-
ter, lowest score in Middle East Cluster) 

Involvement of others in decision-making and implementation com-
bined with a participative and nonautocratic behavior. 

4. Humane-oriented 
highest score in Southern Asia cluster, low-
est score in Nordic Europe Cluster) 

Leadership is described as supportive and considerate, including com-
passion, generosity and sensitivity to other people 

                                                      
95Javidan et al., Academy of Management Perspectives, February 2006, p.72. 
96 Junker, van Dick, "Implicit theories in organizational settings: A systematic review and research agenda of implicit 

leadership and followership theories", The Leadership Quarterly, Volume 25, Issue 6,2014, p. 1154. 
97 Northouse, Leadership Theory and Practice, 2013 p. 395. 
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5. Autonomous 
(highest score in Eastern Europe cluster, 
lowest score in Latin America cluster) 

Refers to independent and individualistic leadership 

6. Self-protective 
(highest score in Southern Asia cluster, low-
est in Nordic Europe) 

Focusses on ensuring the safety and security of the leader as an indi-
vidual but also of the group. This leadership is characterized by self-
centrism, status consciousness, conflict induction, face saving and high 
procedural orientation  

Universally described behaviors for outstanding leadership: 

o being trustworthy, just and honest (integrity) 
o foresighted planning (charismatic-visionary) 
o being positive, dynamic, encouraging, motivating and building confidence (charismatic-inspirational) 
o communicative, informed, a coordinator and integrative (team builder) 

Universally described obstructive behaviors for effective leadership: 

o lonesome and asocial (excessive self-protection) 
o non-cooperative and irritative (malevolent) 
o dictatorial (autocratic) 

Table 5: Summarized findings of GLOBE's- CLT profiles and leadership attributes  
Source: content from Javidan et.al, 2006 98and Northouse 2013 99. 

The first three CLT profiles (charismatic, team-oriented and participative) are overall considered as 
supportive for outstanding leadership behavior. Human-oriented leadership behavior is mostly rated 
neutral or moderately important for outstanding leadership while autonomous and self-protective 
leadership both are considered as overall negative and obstructive although autonomous leadership 
was rated as slightly facilitating outstanding leadership in the Eastern Europe cluster. 

 Charismatic/ 
Value-Based 

Team 
Oriented Participative Humane 

 Oriented Autonomous Self- 
Protective 

Eastern Europe M M L M H/H H 

Latin America H H M M L M/H 

Latin Europe M/H M M L L M 

Confucian Asia M M/H L M/H M H 

Nordic Europe H M H L M L 

Anglo H M H H M L 

Sub-Sahara Africa M M M H L M 

Southern Asia H M/H L H M H/H 

Germanic Europe H M H M H/H L 

Middle East L L L M M H/H 

NOTE: For letters separated by a “/”, the first letter indicates rank with respect to the absolute score, second 
letter with respect to a response bias corrected score. H = high rank; M = medium rank; L = low rank. 
H or L (bold) indicates Highest or Lowest cluster score for a specific CLT dimension. 

Table 6: Comparison of GLOBE's CLT dimensions across the cultural clusters 
Source: Javidan et. al, 2006100 

                                                      
98 Javidan et al., Academy of Management Perspectives, February 2006, p. 73 
99 Northouse, Leadership Theory and Practice, 2013 p. 395-396 
100 Javidan et al., Academy of Management Perspectives, February 2006, p. 74 
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5. Application of all these theoretical findings to the real case study 

5.1 Introduction to the practical part of research 
In order to draw a comparison between two countries that have not yet been considered in the same 
context and subsequently being able to answer the research question, it was necessary to find a 
company that has the headquarter in the German-speaking area of Switzerland and its subsidiary in 
the Bantu-speaking area of Kenya. One aspect that mainly influenced the selection of the case com-
pany was the accessibility for interviews. Since the author herself is active in the pharmaceutical 
industry she decided to choose a company that operates in the same sector. As a result of this 
evaluation phase a company could be identified, which is part of a Swiss pharmaceutical corporate 
group operating in the German-speaking Swiss area (see Figure 13) and that has established a 
subsidiary located in the county of Nakuru, which is in Kenya's Bantu-speaking area, according to 
the language map (see Figure 14 below and Figure 4 on page 17 for the full language map). The 
Swiss headquarter is responsible for research and development in the sector of medicinal plants 
(cultivation research, crop selection and development of replication methods), customer service, 
sales and associated regulatory and financial issues. The subsidiary in Kenya, is mainly responsible 
for the commercial production, but also for research and development matters (up-scaling, pilot cul-
tivation and establishment of sustainable commercial production). 

 
Figure 13: Location of case-company, marked with a red square (Swiss headquarter).  
Source: https://commons.wikimedia.org/wiki/File:Map_Languages_CH.png  

 
Figure 14: Location of case-company, marked with a red square (Kenyan subsidiary) 
source: google maps and the language map from ethnologue) 

https://commons.wikimedia.org/wiki/File:Map_Languages_CH.png
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As already described in the introductory chapter (esp. section 1.3) it was deemed necessary to con-
duct literature research and practical research in form of qualitative interviews in order to be able to 
understand the different cultural management implications within the case company and thus being 
able to answer the research question. The aim of the interviews was to: 

o gather primary data and subsequently being able to evaluate whether the information ex-
plored through literature research is reflecting the real-life business situation 

o to learn more about cultural values and management in Bantu-speaking Kenya from practi-
cal experience as literature does not provide sufficient information in this regard 

o understand the dynamics of general business interactions between a Swiss headquarter 
and its Kenyan subsidiary. These dynamics of general business interactions include: 

- organizational culture issues in the two entities 
- understanding the effects of different cultural environment to management implica-

tions 
- managerial leadership practices, conflict management as well as the associated 

problem-solving strategies, and the fulfillment and understanding of each other's 
requirements and expectations  

o finally, being able to answer the research question incl. sub-questions of this thesis. 

 
In a nutshell, the purpose of these interviews was to fill knowledge gaps, complement the information 
from literature review, incorporate practical insights and experiences into this thesis and thereby be 
able to answer the research question. For conducting the interviews, a qualitative approach was 
pursued, applying the method of semi-structured interviews. Therefore, the author decided to create 
a questionnaire with distinct leading questions and also considered the opportunity for some addi-
tional clarification questions, in case the answer was not fully understood or did not really address 
the interviewer's intended content. This practice was applied in order to be able to address the issues 
relevant to this thesis but mainly to avoid extensive digressing during the interviews that would lead 
to inapplicable results and thus in inefficiency by wasting not only the time of the interviewees. The 
questionnaire was divided into four sections covering questions about the personal background, or-
ganizational culture at each entity, managerial leadership and a section about conflict potentials and 
each other's expectations. In Annex 1 the detailed questionnaire document is provided. 

It was decided to interview at least three people from each business entity (Kenyan subsidiary and 
Swiss headquarter) with different hierarchical levels. The selection of interviewees was based on the 
following aspects: first, the frequency of contact and the extent to which they are working together 
with the other (Kenyan or Swiss) business entity, as it obviously wouldn't be expedient to interview 
employees that have not established a working relationship with the other business entity. Second, 
based on their jobs and respectively the departments in which they work in (same or similar depart-
ments), so as to minimize the effects of departmental culture/organizational-sub culture (also see 
chapter 3.1.6), since this could have an additional impact on the personal perceptions of situations 
and subsequently the answers to the interview questions. Based on these selection criteria there 
were each three people interviewed from the Kenyan subsidiary and the Swiss headquarter, repre-
senting the departments of Finance, Supply Chain Management, Quality Management and Crop 
Control/R&D. On top, the Director and thus the responsible person for both entities was also inter-
viewed, which in the end resulted in seven qualitative face-to-face interviews. The seven interviews 
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were held between April 8th and May 5th 2021 with the management team of the Kenyan entity101 and 
their corresponding parts or key contacts at the Swiss entity102. All participants were male and be-
tween the age of 28 up to 62. The interviewees of the Swiss entity are all except of one originally 
from the German-speaking area of Switzerland. One participant is originally from Syria but lives in 
German-speaking countries since 1983 and the last 11 years he worked in the German-speaking 
area of Switzerland. The cultural backgrounds of the participants from the Kenyan management team 
are comparatively more diverse, with having one participant originally from the Bantu-speaking area, 
one from Nilotic-speaking area and the General Manager being a "white Kenyan" in the 4th generation 
of a family with British roots. 

Section 1: Personal background 
Question 01. Age, Origin (which region, language & ethnicity) 
Swiss headquarter Kenyan subsidiary 
Person 1 31, male, German-speaking Swiss from Grisons Person 1 30, male, Meru 
Person 2 62, male, from Damascus, Syria Person 2 28, male, Kalenjin 

Person 3 46, male German-speaking Swiss (Thurgau) Person 3 28, male white Kenyan (4th 
generation) 

Person 4 56, male German-speaking Swiss (from Romanshorn, Thurgau) 

Question 02. The connection between CH and KEN was established in 2016 - since when are you working 
for the company? 
Person 1 December 2020 Person 1 2017 
Person 2 April 2010 Person 2 2019 

Person 3 8 years, was involved from the beginning of the 
project of establishing the subsidiary Person 3 2016 

Person 4 already before the beginning of the acquisition since 1996 

Question 03. Responsibilities in company and what activities do you work on? 

Person 1 

Project Manager; operational matters; procuring 
seeds, setting up trials, strategic: further develop-
ment of Kenya as a location (mainly together with 
the Director of the company and the General Man-
ager of the Kenyan site). 

Person 1 
Member of the management 
board, accountant and head of 
logistics and procurement 

Person 2 

Head of R&D Department - Cultivation research 
(plant selection, finding the propagation method, 
testing in our laboratory and other laboratory) 
mainly for the corporate group but also for third par-
ties - project support from the beginning to the end, 
establishment of commercial, sustainable produc-
tion (into pilot phase, into pilot cultivation and then 
goes into commercial cultivation/production).  

Person 2 

Member of the management 
board, responsible for collec-
tion and entry of data (mostly 
production data) and quality 
management 

Person 3 

CFO of the corporate group, in the project stage: 
business plan development, from a business point 
of view a bit of challenging; later in the start-up; set-
up accounting, controlling process and sheets, 
ERP system for agricultural section.  

Person 3 

Managing director of the sites 
in Kenya and Uganda, ulti-
mately responsible for the op-
erations in Kenya. 

Person 4 Director of the company, does everything from the operational training of the people to strategic 
things 

Table 7: Interview partners - a short introduction 

                                                      
101 consisting of the Managing Director, the Manager for Finance, Procurement and Logistics, and the Manager for 

Quality, Production controlling and Crop controlling. 
102 consisting of the Head of R&D Department (cultivation research incl. plant selection and identification of propaga-

tion methods and cultivation strategies), the CFO of the corporate group and the Project Manager (personified 
bridge in the operational collaboration of the two entities). The last interview was held with the Director (German-
speaking Swiss) of both of the entities. 
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Within the interviews, the emphasis of the questions asked varied depending on the flow of commu-
nication and considering the experiences and information that the participants were willing to share 
during the interviews. This approach resulted in some questions not answered equally by all partici-
pants as well as an evaluation from the results in the sense of a quantitative analysis cannot be 
provided, which, however, is not necessary for answering the research question. Following academic 
principles, the interviews were recorded, transcribed and all the answers (except of the answers to 
question no. 4 because those include names of other participants and thus would impair anonymity) 
were compiled in a tabular form (see Annex 2). As the interviews with German-speaking participants 
were held in German, the answers were translated into to English using deepl.com as a tool. 

The participants proved to be highly open, cooperative and communicative, and so the order of the 
questions worked through was adapted largely to the flow of the conversation. The author of this 
master thesis intended to work through as many questions as possible. However, it was recognized 
during the course of the seven interviews that some very specific questions related to the opinion/per-
ception of cultural aspects, organizational culture and management practices in the respective other 
business entity could not be answered by some participants due to a combination of a shortage in 
experience with the respective other culture and the fact that the current collaboration is still in its 
early stages. Given the relatively recent establishment of the subsidiary in Kenya (in 2016), the col-
laboration and management are still very much in a development phase. In the last 5 years, a lot has 
already been achieved and a promising management team could be built up in the Kenyan subsidi-
ary, but the participants have so far had too little contact with each other to build up a concrete picture 
of the managerial practices of the other business unit. 

At the process of defining the methodology and the structure of the interviews, especially in the later 
stage at creation of the questionnaire, the author realized how difficult it is to formulate questions 
that clearly address the issues of this thesis and subsequently to be definitely clear to the interview-
ees about the intended content. When dealing with cultural differences the author of a thesis and/or 
a questionnaire needs to be fully aware that the structures of one's own thinking patterns, believes 
and values are not necessarily the same like the one's from the interviewed person. In the course of 
communicating and interviewing someone from the same cultural context, there is already a lot of 
potential for misunderstandings resulting in answers from the interviewed person, the interviewer did 
not intent to address and that are surprising or unexpected. Another aspect is the willingness of 
sharing information – during the dialogues the interviewer sometimes felt restraint or inconclusive 
and discursive answers to a few questions by some interviewees. When it comes to interviews with 
unknown persons from different countries and cultures respectively, that are additionally held in an-
other language than one's mother tongue, this adds another facet to the complexity of conducting 
interviews with an emphasis on cultural aspects and their impact to business management. 

For the analysis of the answers and the compilation of the results in the final table (see Annex 2), 
the original answers were in some cases shortened. In order to avoid the loss of information due to 
translation of the German interviews to English, the translation was conducted at the latest stage 
when allocating the summarized answers to the corresponding questions. Depending on the experi-
ences of interviewees and thus the ability to share knowledge, a different emphasis on the various 
questions was set. As already described above, the aim of the interviews was not to ask everyone 
the same questions and subsequently evaluate if all the participants answered in a similar manner 
resulting in a kind of quantitative analysis leading to one single answer. Indeed, the purpose of these 
interviews was clearly to fill knowledge gaps, complement the information from literature review and 
subsequently incorporate practical insights and experiences into this work. 
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5.2 Results of the interviews and answering of the research question 
In the following sections of the thesis the research question will be answered step by step by dis-
cussing all the sub-questions of the research question. This will be achieved by combining the results 
from literature review with the results from the interviews. Therefore, the most relevant interview 
answers for the respective research question will be depicted in a tabular form (the complete answers 
to the interview questions are to be found within Annex 2). The research question with all its sub-
questions to be answered within this chapter is: 

What do the headquarter located in the German-speaking area of Switzerland and the subsidiary 
located in the Bantu-speaking area of Kenya need to know about their own and the other's cul-
tural background and business practices in terms of management/leadership in order to im-
prove the working relationship between the Kenyan and Swiss team members? 

1. Which general approaches/frameworks to improve management relationships be-
tween headquarters and their subsidiaries with the aim of decreasing tensions can be 
found in literature and are applicable to the case company? 

2. What are general differences and similarities in terms of cultural values that might 
impact business relationships between Bantu-speaking Kenyans and German-speak-
ing Swiss? 

3. How do these cultural values and their resulting differences influence preferred man-
agement/leadership styles?  

4. Where are potentials for tensions/conflicts/misunderstandings due to these differ-
ences considering the example of the case company? 

5. In the author's case company, how is the current headquarter-subsidiary relationship 
and what changes might be needed to better fulfill each other' s expectations, with 
the goal of improving the working relationship? 

5.2.1 Improving tensions within a headquarter-subsidiary relationship 

Since in general tensions in a headquarter-subsidiary relationship are to a certain extent unavoidable 
due to the reasons explained in detail in chapter 1.1, it is therefore essential not to deny the existence 
of tensions and conflict potentials, but rather accepting them as a given factor which needs to be 
constantly improved. There are several starting points here which, when approached and tackled 
collectively, can achieve synergy effects and thus a significant improvement in this area of tension. 
But first, the situation must be thoroughly analyzed to know where the real tensions lie before effec-
tive improvement is possible. 

To provide a solid basis for understanding the essential elements of an organization and their inter-
action, McKinsey's 7S Framework is a valuable tool. The framework incorporates "hard" and "soft" 
elements and is applicable for this master thesis as it also addresses factors, which are influenced 
by culture and thus can also be used to better classify issues within headquarter-subsidiary con-
structs across different countries. The "hard" elements structure, strategy and systems are describing 
elements, which represent more of a business' general conditions. These are visible within organi-
zational charts (incl. reporting lines), business plans and also the procedural landscape of a com-
pany. "Soft" elements of a business like the skills, style, staff and shared values are not less important 
than the "hard" elements and are, however, more related to cultural backgrounds. The reason why 
the author considers exactly this framework valuable for this thesis is, because by going through all 
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these elements one is able to develop a clear image of the driving forces of the organizational man-
agement within in a company (incl. a headquarter and its subsidiary) and that these interact with and 
influence each other. Below, a short description of each element within the framework will be pro-
vided: 
 

 

Figure 15: The 7S framework 
Source: https://www.intology.co.uk/the-mckinsey-7s-framework 

 

"Strategy: the plan devised to maintain and build competitive advantage over the competition. 
Structure: the way the organization is structured and who reports to whom. 
Systems: the daily activities and procedures that staff members engage in to get the job done. 
Shared values: these are the core values of the company that are evidenced in the corporate culture 
and the general work ethic. 
Style: the style of leadership adopted. 
Staff: the employees and their general capabilities. 
Skills: the actual skills and competencies of the employees working for the company."103 

 
Having developed an understanding for the general driving forces and their interrelation within an 
organization, the question for approaches to improve tensions in the specific case of a headquarter-
subsidiary relationship can now be answered. Therefore, first, a schematic overview of the different 
types of tensions between headquarters and their subsidiaries is provided (Figure 16) and second, 
the resulting behavioral patterns out of these tension types (Figure 17). 

                                                      
103 https://www.intology.co.uk/the-mckinsey-7s-framework. 

https://www.intology.co.uk/the-mckinsey-7s-framework
https://www.intology.co.uk/the-mckinsey-7s-framework
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Figure 16: Inducive process of emerging tensions patterns 
Source: Ambos, Fuchs, Zimmermann., Journal of International Business Studies,51, 2020, p. 912 
 

 
Figure 17:Inducive process of emerging practices patterns 
Source: Ambos, Fuchs, Zimmermann., Journal of International Business Studies,51, 2020, p. 915 
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Depending on the type of tension and the resulting practices patterns, there are different ways indi-
cated to induce a positive development in the headquarter-subsidiary relationship. To not exceed the 
scope of this master thesis104, the author in the following shortly outlines some commonly applicable 
approaches (based on the frameworks introduced above) on how to positively improve a business 
relationship with a focus on the key elements of this master thesis (culture and managerial leader-
ship). In this context, on the one hand, the harmonization of a joint strategy between headquarter 
and subsidiary is essential, and on the other hand, the formation of a consistent organizational cul-
ture.105 Consequently, both aspects should be tackled in this regard.  

The latter, a common corporate culture with shared values as well as a balanced flow of infor-
mation/knowledge and mutual appreciation, requires getting to know the cultural background of the 
business entity's respective host country and thus also of the majority of the employees, in order 
create a solid common foundation. For this purpose, is it reasonable to consider exactly these issues, 
which are addressed in the sub-questions of the research question of this thesis. By means of these 
questions, an approach to cultural similarities, differences, but also their effects on different leader-
ship styles as well as the related handling of processes is facilitated, which is the prerequisite for a 
mutual understanding. Thus, the factor of "social context" (cultural-, institutional- and location effects 
of the host countries106, also see introductory chapter, page 8) in the tension between headquarter-
subsidiary relationships is properly considered. 

Referring to the former aspect of developing a joint strategy, the extent to which the subsidiary is 
integrated into the organizational structures of the headquarter is of relevance in this context. Reilly 
et al. describe the concept of "vertical embeddedness" of the subsidiary when it comes to the devel-
opment and pursuit of joint strategies between a headquarter and a subsidiary. This concept denotes 
very close cooperation between the headquarter and its subsidiary. The author considers this ap-
proach most applicable for the headquarter-subsidiary relationship of the case company. In order to 
establish this kind of vertical embeddedness it "requires the subsidiary to direct its efforts, including 
its knowledge searching, accumulation and initiative generation, at opportunities which are (...) de-
veloped in line with existing HQ strategy. (...) Vertical embeddedness or deep and string ties with the 
parent unit allow the subsidiary to gather the critical intelligence required to anticipate and align with 
HQ strategy". Furthermore, it enables "the subsidiary to show compliance today whilst simultane-
ously positioning itself to be part of tomorrow's strategy (..) and reinforces the subsidiary's potential 
to become an integral part of future operations"107.  

5.2.2  Business relevant cultural differences & similarities (CH vs. KEN) 

This section provides insights from the extensive literature review and the interviews on the differ-
ences and similarities concerning the national culture for Switzerland and Kenya.  Furthermore, the 
second research sub-question "What are general differences and similarities in terms of cultural 
values that might impact business relationships between Bantu-speaking Kenyans and German-
speaking Swiss?" is hereby answered. In this context, however, it needs to be considered that the 
author during the course of the literature review could not find such a high differentiation level in 

                                                      
104 approaches for solutions related to the different types of tensions and for further insights into this topic the author 

recommends the article "Managing interrelated tensions in headquarters–subsidiary relationships, by Ambos et al. 
Journal of International Business Studies,51, 2020, p. 906-932. 

105 Ambos, Fuchs, Zimmermann., Journal of International Business Studies,51, 2020, p. 908-909, 915, and 927-928. 
106 Kostova, Nell, Hoenen, Journal of Management, Vol. 44, No. 7, 2018, p.2616-2624. 
107 Reilly, Scott, Mangematin, Journal of Business Strategy, Vol. 33, no. 2, 2012, p.6-7. 
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terms of distinguishing between cultural values and preferred leadership preferences specifically for 
Bantu-speaking Kenyans. As already indicated in chapter 3.2, page 33, there is still quite a lack of 
literature on the research of cultural values in relation to the business and leadership/management 
practices in African countries in general.108 Thus, cultural values and leadership preferences for 
Kenya as a whole are outlined in the following sections. Nevertheless, this circumstance is not seen 
as a limitation for answering the research question, since it turned out that the interview partners of 
the Kenyan subsidiary are mostly not coming from a Bantu-speaking ethnic background and the 
answers to the interview question did not differ remarkably. 

Beginning with the cultural compass provided by Hofstede's 6-D Model©109, the differences between 
Kenya and Switzerland can be superficially shown with the following picture (see Figure 18: The 
cultural compass – comparison of Kenya and Switzerland.). It must be considered, that Hofstede did 
not collect any data directly from Kenya but estimated from neighboring countries. For Switzerland 
data was collected from the German-speaking and French-speaking part and then the average of 
each of the values was calculated110. For these reasons, it would be careless to just rely on this data 
to create an opinion about the differences between these two countries however, it can be used as 
an approximation to the actual state. 

 
Figure 18: The cultural compass – comparison of Kenya and Switzerland.  
Source: https://www.hofstede-insights.com/country-comparison/switzerland/  

Kenya has a significantly higher score in the power distance than Switzerland which indicates, that 
there is a higher degree of hierarchy and unequal distribution of power accepted within the society. 
For business environment it can be derived that line managers or the senior management are sup-
posed to be more authoritative, but with comprehensible and "transparent decisions that put the 
people's well-being at the fore"111. Considering the aspect of individualism, it can be detected that 
Kenyans are far more collectivistic and define themselves by belonging to the group. This manifes-
tation is quite common among Sub-Saharan african ethnics and is in its essence known in the west-
ern world as "Ubuntu" that can best be described with a "cultural world view that captures the essence 
of what it means to be human"112. In collectivistic societies like Kenya the direct responsibility of 
people does not only cover the direct and nearest family members but more represent an extended 
                                                      
108 Anaya, Culture and Leadership in Kenya, 2016, p. 172. 
109 https://www.hofstede-insights.com/country-comparison/kenya,switzerland/. 
110 G. Suter, Handlungsmuster in Problemlösungsprozessen: Ein interkultureller Vergleich zwischen deutschen und 

Schweizer Teams, 2011, p. 19. 
111 E. Anaya, Culture and Leadership in Kenya, 2016, p. 96. 
112 also see Malunga 2006, Learning Leadership Development from African Cultures: A personal perspective", p. 2. 
 

https://www.hofstede-insights.com/country-comparison/switzerland/
https://www.hofstede-insights.com/country-comparison/kenya,switzerland/
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network ("kinship"). Switzerland has an average value for individualism compared with other western 
societies. For the next dimension, masculinity it can be observed that Switzerland (especially in the 
German-speaking part113) is slightly more achievement-/success-oriented than Kenya, but this dif-
ference is negligible. Here it can be noted that in both countries achieving the best performance, and 
working on individual abilities and successes is considered conducive. The scores for uncertainty 
avoidance are also comparable, both countries lie within the middle which indicates that there is no 
clear preference.  

Currently Hofstede and his team have no values for long-term orientation and indulgence yet col-
lected for Kenya but Switzerland was assessed as medium future oriented. Education and develop-
ment are important topics as well as carefully planned actions on investments. The indulgence score 
correlates with the masculinity score in the sense that the Swiss are hard-working and achievement-
oriented and, as a counterpart, whenever they have free time, they savor it and are prepared to 
spend quite some money to satisfy their desires or aspirations. A closer analysis of specialized arti-
cles and books revealed the following findings, which are presented in condensed form in the follow-
ing table: 

Switzerland (emphasis on German-speaking part): 114,115 

cultural values: 
• quite high future orientation – investment in long-term objects 
• high uncertainty avoidance, which means a very low willingness to take risks 
• high demand for stability, regulation and for making environment predictable and controllable 

which leads to high diligence and accuracy 
• high need for self-determination, independence, democracy 
• developing solutions based on mutual agreement and consensus 
• no confrontative but rather indirect communication style (high context culture) 
• high performance orientation, individual achievement and therefore acceptance and appreci-

ation of competence and pragmatism and down-to-earth-attitude 
• hard-working society 
• increased individualism (medium rank), materialism, dominance of economic thinking  
• low humane orientation, however values as solidarity, tolerance and responsibility are im-

portant virtues but are "more propagated than practiced" 
• gender egalitarian values are still low (male orientation)  

Kenya116,117,118,119 

cultural values: 
• tend to hierarchical, top-down communication of decisions, however decision-making is 

groupwork, alignment 
• collectivistic, relationship-focused, honor trust and loyalty to other kinsmen 
• establishing trustful and honest relationships 

                                                      
113 https://www.hofstede-insights.com/country-comparison/switzerland/. 
114 - Wunder, Weibler; Culture and Leadership Across the World: The GLOBE Book of In-Depth Studies of 25 Socie-

ties" Chhokar, Brodbeck, House, 2007, chapter 8, p. 267-.277. 
115 Suter, Handlungsmuster in Problemlösungsprozessen: Ein interkultureller Vergleich zwischen deutschen und 

Schweizer Teams, ("Behavior patterns in problem-solving processes: A cross-cultural comparison between Ger-
man and Swiss teams" translated by A. Ortmeier using deepl.com as dictionary), 2014. 

116 Kessler, Walumbwa, Ndege; Cultural mythology and global leadership, 2009. – Anaya; Culture and leadership in 
Kenya, 2016. – Littrell; Contemporary sub-Saharan African managerial leadership research: some recent empirical 
studies, 2011. 

117 regarding the emphasis on Bantu-speaking area: as literature for managerial leadership in Kenya is in general 
very rare there was no further specification and differentiation in language or ethnical fractions identified. 

118 Anaya 2016 p. 263 – 266. 
119 Wandibba Kenyan Cultures and Our Values, 2004, WAJIBU, Vol 19, No. 01, 2004 

https://www.hofstede-insights.com/country-comparison/switzerland/
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• team cooperation, clear definition of achievable goals and responsibilities 
• mutual decision making 
• tolerance, forgiveness 
• spiritual, religious 
• basic respect of age and status (high power distance), but respect/acceptance is to be 

earned (based on performance, skills) 
• inequality between women and men (patrimonial, patrilineal) 

Table 8: Cultural values - differences and similarities between CH & KEN identified in literature 

During the interviews the following similarities between the two cultures could be found out: first, both 
cultures are very achievement-/success-oriented. It was more than one time emphasized from both 
sides that an outstanding job performance and fulfilling of duties/tasks in a timely manner as well as 
a high importance of having a good job is a fundamental attitude. This result is confirming the findings 
from literature, for example by the comparable scores on Hofstede's dimension of masculinity (see 
Figure 18, page 50) for both countries. Second, there are also some similarities between the two 
entities when it comes to the business environment. The appreciation of the employees, a general 
professionality, seriousness and the processing of projects and meetings. Concerning similarities in 
the business context outside of the two entities, the director of the company explained the following 
way: "It's not a two-class society and somehow things are like here, but somehow in a more relaxed 
way. So, I once had to do with a law office in Nairobi and it was exactly the same as if I had to do 
something like that in Zurich. Perhaps it's a bit more relaxed, and people laugh a bit easier than here, 
but it's still very professional and serious. (…) In fact, there are these super-professionally trained 
people down there who are just as reliable and punctual as we are. So, there you don't see any 
difference to Switzerland.”120  

When it comes to beneficial behavior/attributes in the business environment, of course both sides 
referred to a "standard value" complex (like kindness, honesty, being open and respectful etc.) that 
would be seen as positive from people regardless of their cultural background. What is decisive here, 
however, is the weighting or importance of these attributes, which can be related to the order in which 
these attributes were mentioned by the participants. Also, the subtleties in the choice of words show 
noticeable differences in the importance of the respective attributes. While the Swiss participants 
emphasized openness, honesty and a friendly behavior (also being decent), the Kenyans mentioned 
good listening skills, kindness (incl. being humble) and showing respect. This also corresponds with 
the results from literature review compiled in Table 8. 

Further cultural differences between German-speaking Swiss and Kenyans working in the Bantu 
speaking area were identified in the following aspects: firstly, the role of "respect" is weighted differ-
ently within the two cultures. The interviewees from Kenya clearly answered that with a good job, 
one achieves a higher reputation and, above all, is respected much more by the family and people 
in the hometown. Interesting in this context was also the statement of KEN/person 2: "In the end 
education and a good job outweigh the respect you earn with age. Because at the end of it all, you 
could be old but you have got nothing to give back to society and that's it for what respect is for."121 
One Swiss participant stated, that Kenyans are more open to changes than Swiss, "from previous 
experience, I can say that the Swiss are "concrete heads" as soon as it comes to change"122. This 
statement could be directly related to the findings from the literature which were compiled within 

                                                      
120 Answer of CH P.4 to interview question no. 14. 
121 Interview question 08, answer of KEN/Person 2 
122 Interview question 08, Answer of CH/Person 1 
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Table 8. Referring to this, German-speaking Swiss prefer to think things through very thoroughly in 
order to avoid risks to the greatest possible extent, which combined with their high demand for sta-
bility leads to a reduced receptiveness to change. A second major difference was identified in the 
degree of hierarchical thinking and the acceptance of obvious unequal distribution of power (e.g. 
Hofstede's dimension of power distance). As in German-speaking Switzerland the decision-making 
process in the business life as well as in the political system is performed by more than one person 
(based on discussion and mutual agreements) and thus responsibility is shared, the open expression 
and demonstration of a higher status or rank in the hierarchy is not very welcomed (see Table 8). 
The German-speaking Swiss would rather maintain a reserved demeanor in this regard. Below the 
relevant results from the questionnaire are summarized. The full answers are to be found within 
Annex 2. 

Question 08. I found for example that Kenyans and Swiss are both "working people" so it is highly valued to get the 
best out of oneself, showing top performance and having success. Would you say that literature is right here? 
Swiss answers Kenyan answers 

P.1 

So far, I feel that the statement "are working peo-
ple" is true and also identification with work that 
Kenyans also like to contribute. Kenyans are more 
open to change than Swiss. Whereby one en-
counters more open ears here when it comes to 
change than with the Swiss - from previous expe-
rience, I can say that the Swiss are "concrete 
heads" as soon as it comes to change. 

P.1 

Normally in Kenya you have to work to be success-
ful, once you work you get returns. So, we value the 
success according to how we work, the position you 
get of a job. If you have a good job you have to be 
proud of it. Since you are child you are taught to go 
for a good education in order to get a good job. 

P.2 

If you have a good job and a good education you will 
earn a lot of respect and be able to earn good 
money. In the end education and a good job out-
weigh the respect you earn with age. Because at the 
end of it all, you could be old but you have got noth-
ing to give back to society and that's it for what re-
spect is for. When it comes to job this is a different 
respect. It doesn't matter the age the status, the 
word – if you are reporting to somebody you have 
to respect this person, that's automatic when it 
comes to work. 

Question 09. Could you please tell me a bit about which behavior/attributes are considered positive and leave a 
good impression in your company (Swiss HQ/Kenyan subs.) in general? 

P.1 decent, open, honest, a friendly demeanor, punc-
tuality. P.1 good listening skills 

P.2 
open communication and not hiding anything, 
being open to new things, commitment but also 
sense of duty and following instructions 

P.2 

finishing for example the things really on time and 
then being ready to maybe do some extra work that 
would not necessarily be in your line of duty. And 
then there are some other things like kindness, be-
ing humble, respectful 

Question 14. Do you think Swiss and Kenyans share some attributes/characteristics despite the huge geographical 
distance and history, especially in a business context? 

P.2 

In Kenya, they cook for the employees every day. 
There's a woman there and she makes the food 
for everyone and I think that's nice. I think this ap-
preciation for employees is expressed on other 
levels, but that' s what we have in common. 

P.1 
Maybe the way we hold our meetings. The previous 
companies I worked for used to hold their meetings 
the same way we are doing it here. 

P.3 

I think there is a set of values that all people con-
sider to be fundamentally positive, such as de-
cency, respect, openness, reliability/response 
time. By now, we are quite good at this, I always 
get a response very quickly (immediately) when I 
make a request. What we have also in common is 
that we all care a lot about our employees, we 
have low hierarchies and we also pay attention to 
them. But that can only be said for the company, 
not for the culture or the country. 

P.2 

From the experience I made I can say that in project 
management it's all the same because all the pro-
ject we are supposed to implement here in Kenya 
we are given the raw data from Switzerland. If there 
are complications we will try to find a solution and 
seek help from the Swiss. 
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P.4 

Perhaps it's a bit more relaxed, and people laugh 
a bit easier than here, but it's still very profes-
sional and serious. Overall, however, there is a 
much greater disparity in society down there than 
in Switzerland. On the one hand, you have the ac-
ademics, and on the other hand, the simplest, 
most natural people that still exist on the planet - 
that' s much more extreme than here. In fact, 
there are these super-professionally trained peo-
ple down there who are just as reliable and punc-
tual as we are. So, there you don't see any differ-
ence to Switzerland.  

P.3 

In general, I think we share similarities in terms of 
wanting to achieve the same goal. When thinking of 
differences, the main difference would be punctu-
ality. The Swiss are famous for their punctuality and 
we are like always around 15 to 20 minutes late. 

Question 24 What is important in your country (cultural background) in order to develop a good working relationship 
with your colleagues within daily business in Kenya/Switzerland? 

P.1 

A personal relationship was built up relatively quickly and I 
think that this is because the general manager and the oth-
ers are not Swiss, they simply approach matters differently 
in terms of how they deal with things, and I think that's 
something good because I have the feeling that Swiss peo-
ple (and I'm not excluding myself) tend to keep their dis-
tance. 

P.1 

to get to know a person and know what mo-
tivates that person. In Kenya also, the tribal 
affiliation is important. You have to ask that 
in order to know how to approach this per-
son. Different tribes have different cultures. 
So yes, this is really one of the first ques-
tions. 

P.2 Honesty, openness, communication and trust. Also, that you say right away if something doesn't work out. You 
also have to accept other opinions and not be stubborn, be open to new things. 

P.3 
Well, according to the theory, it is necessary to know a bit of private information. But when I think through my 
experiences, I have to say that it was not always decisive for me. But I personally find it important, because it 
simply gives me a feeling for the overall image of a person.  

Table 9: Interview: Cultures values - similarities and differences 

5.2.3 Differences and similarities in leadership preferences 

To answer the third sub-question of the research question, "How do these cultural values and their 
resulting differences influence preferred management/leadership styles?" the results from the lit-
erature review and the related interview questions are provided. Beginning with the findings from 
literature, first the relevant results from the GLOBE project related to cultural values (also see chapter 
3.1.5, page 29) and the resulting leadership preferences (also see chapter 4.3 page 40), will be 
shown in a condensed form. They have allocated German-speaking Switzerland to the "Germanic 
Europe cluster", but not yet directly examined Kenya. However, they have created a "Sub-Sharan 
Africa cluster" consisting of Zimbabwe, Namibia, Zambia, Nigeria and South Africa (Black sample) 
which would be most applicable to describe Kenyan values. 

Cultural dimensions German speaking Switzerland Sub-Sharan Africa cluster 
performance orientation high medium 
assertiveness high medium 
future orientation high medium 
human orientation low high 
institutional collectivism medium medium 
in-group collectivism medium high 
gender egalitarianism low low 
power distance high high 
uncertainty avoidance high medium 

Leadership dimension German speaking Switzerland Sub-Sharan Africa cluster 
charismatic contributes contributes 
team oriented contributes contributes 
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participative contributes contributes slightly 
humane oriented has no impact contributes slightly 
autonomous has no impact slightly negative 
self-protective negative slightly negative 
The table shows the values for cultural practices compared to the average, not the values for what the societies believes 
"should be". 

Table 10: GLOBE's differences: Germanic Europe - and Sub-Saharan Africa cluster 
Source: adapted from: https://globeproject.com/results/countries/CHE?menu=list#list .123  

A closer analysis of specialized articles and books revealed the following findings, which are pre-
sented in condensed form in the following table: 

Switzerland (emphasis on German-speaking part): 124,125 

 leadership behaviors 
• leaders should not see themselves more important as subordinates and there is an emphasis 

on participation and involvement of subordinates in decision-making process 

beneficial attributes: performance orientation, decisive, administratively competent, modesty, au-
tonomous, integrity, inspirational, visionary, diplomatic, self-sacrificial, humane, team integrator 
and collaborative team orientation, goal-oriented, straight, fair, speak the language of the subordi-
nates/followers, transparent information attitude, open communication, consensus orientation 
(highly valued) 

obstructive attributes: self-protective, inconsiderate, lone wolf/unsociable, anti-innovation, face-
saver whereby most negative rated behaviors were autocratic and nonparticipative, demonstration 
of power, openly criticizing others. 

Kenya126,127,128129130 

leadership behaviors 
• manage people over projects and activities – foster participatory learning, cooperation and 

consensus problem solving  
• give guidance that is detailed and highly procedural (authoritative not authoritarian leadership), 

yet flexibility and tolerance are also expected 
• foster informal workplace relationships, familial collegiality and unity consensus seeking - give 

employees a voice in the decision-making process (prerequisite is a basic level of trust) 
• emphasis on group relations and follower well-being; directive and supportive leadership styles 
• goal- and result-orientation, providing a vision 

                                                      
123 Source for the Sub-Saharan Cluster: https://globeproject.com/results/clusters/sub-saharan-af-

rica?menu=list#country, Source for German-speaking Switzerland: https://globeproject.com/results/coun-
tries/CHE?menu=list#list 2. 

124 Wunder, Weibler; Culture and Leadership Across the World: The GLOBE Book of In-Depth Studies of 25 Socie-
ties" Chhokar, Brodbeck, House, 2007, chapter 8, p. 267-.277. 

125 Suter, Handlungsmuster in Problemlösungsprozessen: Ein interkultureller Vergleich zwischen deutschen und 
Schweizer Teams, ("Behavior patterns in problem-solving processes: A cross-cultural comparison between Ger-
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beneficial attributes: integrity, honesty, respectful, take responsibility, knowledgeable, skillful, com-
petent, just and fair, demonstrate benevolence and paternalism, trustworthiness, wisdom, discern-
ment, modesty and humility, team player 

Table 11: Leadership attributes found in the literature for CH and KEN. 

Within the interviews the qualities describing positive leadership behavior in general (interview ques-
tion no. 9, see Table 9, page 53) were mentioned in a similar form when coming to the question 
about describing attributes of a good leader (interview question no. 15, Table 12 below). Interestingly, 
in contrast to the Swiss, the two Kenyan participants from Bantu- and Nilotic-speaking regions, re-
spectively, remarkably emphasized on this question that a good leader is one who is "a good listener 
to the demands and opinions of employees"131 and "someone who looks for his employees"132. This 
opinion was shared by the only participant from the Swiss side who is originally not from Switzerland 
but from Syria. Most closely, these descriptions of leadership styles correspond to a composite of 
Goleman's affiliative and democratic leadership styles described in chapter 4.2. 

The other Swiss participants as well as the general manager of the Kenyan entity emphasized more 
the importance of a "hands-on mentality" of a leader, in the sense that a leader should actively sup-
port and help the employees, and if necessary, should also have the skills, but most importantly the 
will and the attitude to temporarily help the employees with carrying out their activities. Here, how-
ever, more the mental attitude is meant in particular, namely, that the leader him/herself would not 
be above doing the work of the employees, but would place him/herself, at least temporarily, on the 
same (hierarchical) level. This matter was best described in one sentence by the Kenyan General 
Manager when answering interview question no. 17 (see Table 12) "I was looking for the kind of 
people who would also pick up a spade or a shovel, get involved, help". This requirement to leader-
ship would be best be found within Goleman's "Coaching style". 

There were also some similarities in the answers recognizable, namely both parties would not ap-
preciate a non-participative managerial leader who would act very authoritative and commanding. 
Like one of the Kenyan management team (KEN/person 1) answered to question 15: "For us mostly 
important is to have leaders we respect, not whom we fear." These ideas of a good leader (as well 
as a bad leader) described by the participants is very much confirming the current state of literature 
for both cultures, mentioned above in Table 11. Below the relevant results from the questionnaire 
are summarized. The full answers are to be found within Annex 2. 

Question 15. In general, what makes a good leader/manager (in a business context) for you? 
Swiss answers Kenyan answers 

P.1 

authentic, walk the talk, pretty much embody and act 
what you preach, no matter what it is, positive open, 
optimistic person. So, someone who is affirming, so-
lution oriented, not someone who falls into brooding 
in front of their subordinates, but exude an outward 
confidence. He must enjoy working with people and 
be able to approach different people and also be able 
to break different behavioral patterns and automa-
tisms that creep in over time. The leader must lead 
the way, should be able to set the direction for the 
team. Also, a certain predictability - not so important 
in which direction - you shouldn't be surprised every 
day by your leader; there should be a certain con-
sistency. So, a little bit of reading people, challenging 

P.1 

be a good listener to the demands and opinions 
of employees. For decision-making also, consider-
ation of other opinions is desirable, not being 
commanding and authoritative. For us mostly im-
portant is to have leaders we respect, not whom 
we fear. 

                                                      
131 Interview question 15, answer of KEN/Person 1. 
132 Interview question 15, answer of KEN/Person 2. 
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them, motivating them, always putting one over on 
them. Now that sounds kind of like this "more and 
more". We have the ACTUAL state and there we al-
ways put a shovel on top. To find creative new ways 
to become better again, that is the direction it needs. 
Not like "now we are here and there we make our-
selves comfortable now". 

P.2 

communicates openly, listens to the requests of em-
ployees, makes decisions and takes responsibility. 
Communication is very important and also that the 
exchange with employees is also realized (for in-
stance weekly jour-fix). 

P.2 

A good boss is someone who is open-minded, 
humble, someone who looks for his employees – 
things like knowledge and competency should be 
automatic in a leader. Also, I would prefer that if 
a decision is to be made and I'd have an opinion 
on that, it would be good if a leader listens to it 
and then considers it. 

P.3 

This hands-on attitude is very important to me, not 
being oneself too good for anything, communicating 
very openly, looking at all stakeholders and the 
needs of your employees, as well as standing behind 
them to find the best compromises. Then a sensible 
and thoughtful use of money, making decisions 
quickly, and also knowing when to get which people 
together at the table. Also, a certain affinity for num-
bers is an advantage, especially a bit of business 
knowledge/understanding of numbers is. For me, 
teamwork is very important - getting people on 
board, giving them responsibility or the opportunity 
for self-fulfillment. 

P.3 

a good leader needs to be more dedicated than 
everybody they are leading because you can't ex-
pect people to take you seriously and believe in 
your vision and follow your instructions if they 
don’t feel that you show the same level of com-
mitment. So, I think a leader certainly has to lead 
from the front and not be scared to get their 
hands dirty, get involved and help. In order to get 
people to follow you as a leader I think you have 
to invest a bit time into your team and you have 
to show them that you care and that you under-
stand the challenges of what they are doing. If 
you have no idea what you are asking someone to 
do or don’t know it yourself then it's difficult to 
expect them to know what to do and how to do it 
properly.  

Question 17. Which behaviors and attributes are in your opinion characterizing a bad leader? 

P.1 

Actually, the opposite of everything above, but also 
the inability to apologize. For example, Japan - loss of 
face, not possible. But it also needs the personal 
proximity to be able to show weakness. 

P.1 

Well, somebody that is not listening to his em-
ployees. So first of all, if you don't listen, then you 
are a bad leader. Secondly if you are a command-
ing leader, who doesn't want other people's opin-
ions that you are not a good leader. 

P.2 
Bad leadership is then the opposite of good leader-
ship; not giving answers/decisions or constantly 
postponing them, shifting responsibility to others. 

P.2 Somebody who doesn't value your opinion and 
someone who is very temperamental. 

P.3 
These former patrons or autocrats, these solitary 
people which show a certain doggedness or un-
healthy ambition. 

P.3 

What I don't like is when someone is in a leader-
ship position and then people feel like they have 
more responsibility but less tasks. I was looking 
for the kind of people who would also pick up a 
spade or a shovel, get involved, help.  

Table 12: Interview: What makes a good leader – differences & similarities  

5.2.4 Potential tensions within the case company 

Having examined the differences and similarities in cultural values and leadership preferences be-
tween German-speaking Swiss and Kenyans, the aim of this section is to answer research sub-
question no. 4: "Where are potentials for tensions/conflicts/misunderstandings due to these differ-
ences considering the example of the case company?". The content is based on the previous insights 
from literature and the related interview questions. Regarding cultural differences, as already de-
scribed within the chapter 5.2.1, it can be stated that there are of course differences between these 
two cultures but the author does not consider those as contradictions or mutually interfering ele-
ments. For example, the rather strong demand for stability and discomfort with changes and/or quick 
decisions, that is attributed to the German-speaking Swiss, does (currently) not pose an issue in the 
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case company. Contrary to their habitual practice, the Swiss are constantly making many decisions 
in quick succession, like the Director stated at interview question 30: "There are several decisions to 
be made every day, and that is certainly part of the process." 

When it comes to potentials for tensions due to differences in preferred leadership/management 
styles, it could be found out that, a "Kenyan management style" in the company is not yet clearly 
distinguishable from a "Swiss management style" for two reasons. First, the management team in 
the Kenyan subsidiary is still very young and thus the team members do not have extensive experi-
ence with management in other Kenyan companies. In fact, for all of them, this is their first job in 
such a high-level position and they have not previously held comparable management positions in a 
wholly Kenyan company. Second, because the Kenyan subsidiary was established relatively recently 
(five years ago) and staff from the Swiss headquarter formed and trained the management team, 
focusing on imparting their own understanding of management and leadership, the Kenyan subsidi-
ary has not yet had time to develop its "own", a "Kenyan" management style that would potentially 
be counter to the Swiss management style. Related to this, the Director of the company provided an 
explanation of the major difference in managerial leadership practices when answering interview 
question no. 21: "In our case, we tend to discuss and define the goal together and determine how 
we want to achieve it. We want people to take on their responsibility, their ownership. A certain 
insecurity can be sensed among the middle management down in Kenya; they ask more often 
whether they are really allowed to make decisions themselves. They are simply not used to the idea 
of being allowed to go their own way." 

Although the participants emphasized different attributes and behaviors for describing a good leader, 
thus did not have exactly the same requirements, the author does not consider these outcomes as 
contradictions that would cause conflicts. The companies operate in a different national context 
which, in addition to the cultural aspect and the associated preferred leadership behaviors, involves 
other external factors contributing to the structure and practices within an organization. These are 
for instance different infrastructural conditions, regulatory requirements, external/environmental and 
political conditions which place different demands and expectations on leadership. Considering also 
differences in the educational systems and training opportunities, both directly impacting the skills 
and competencies of employees, it does not even seem appropriate to the author to strive for the 
same type of leading and managing employees in both entities. The reason she comes to this con-
clusion is that striving for having a standardized management/leadership style without taking into 
account the specific external factors and different organizational backgrounds of the employees, 
would also contradict the principles of the situational leadership approach. Furthermore, it would be 
ethnocentrism par excellence if the Swiss headquarter imposed its Eurocentric value system and the 
associated way of managing people and processes on the Kenyan subsidiary, thereby disregarding 
existing differences.  

However, the interviews revealed that the most difficult issues the people involved currently face in 
their working relationship with each other are not related to cultural differences or different manage-
rial ideas. Indeed, the most striking issues are seen in the incomplete transfer of knowledge, thus 
related a certain lack of expertise and the distance (not really knowing each other). In the past, there 
were also some issues related to miscommunication and information flow133, but these challenges 
have already been overcome and interviewees no longer see miscommunication as a prevalent prob-
lem.  

                                                      
133 also see answer of Swiss P.4 to question 27. 
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Another aspect that in principle could bear conflict potential would be changes in the organizational 
structures of both the Swiss headquarter and the Kenyan subsidiary since the establishment of the 
working relationship134. In this case company no conflict potential related to changes in the overarch-
ing organizational structures could be identified because of the following aspects: since the subsidi-
ary is a newly established company and not a merger of an existing company with takeover of the 
previous employees, there is no change in the subsidiary as such. In the headquarter there was one 
person especially hired to coordinate the whole project and to take care of the development of the 
subsidiary. This person was not involved in the day-to-day operations of the existing company, so 
the other employees were not significantly affected by the establishment of the subsidiary. Below the 
relevant results from the questionnaire are summarized.  

Question 21. What do you see as different in the Kenyan versus Swiss management styles? (Could you please specify 
in which way)? 
Swiss answers Kenyan answers 

P.2 

I notice that you have to push and con-
trol people a little bit more down 
there. But it just needs a little more 
time to develop. 

P.3 

The Kenyan management style is more of "old-school", more 
authoritarian. So, I see my management team managing their 
teams giving very detailed orders whereas the Swiss manage-
ment style is more about telling the people of what is the goal, 
how they are able to support you, the expectations and the 
timeline. And then they ask if you'd need more help or have 
further questions. 

P.3 

Kenya has a much stronger bureaucracy. It is also the case in Kenya that the authorities have a very high status, 
whereas here in Switzerland we are more at eye level. The importance of hierarchy is different - the difference 
between top management and ordinary employees; but that is just very flat in our company. There are also 
differences in the importance of meeting deadlines, we Swiss are more attached to it. 

P.4 

There is also a different understanding of leadership. In our case, we tend to discuss and define the goal together 
and determine how we want to achieve it. We want people to take on their responsibility, their ownership. A 
certain insecurity can be sensed among the middle management down in Kenya; they ask more often whether 
they are really allowed to make decisions themselves. They are simply not used to the idea of being allowed to 
go their own way. I perceived the situation rather in such a way that in Kenya still more a patriarchal system 
prevails, where there are always very clear and structured indications and exact defaults and also "orders" are 
made. We are now in the process of developing the entire process - so a direct comparison is not yet possible. 
We are still clarifying many matters and the people are still in the process of training, so it is still somewhat 
difficult. But that is also our ambition regarding leadership behavior, we do not want a patriarchal system, no 
matter if it is in Kenya, Uganda or Switzerland, that is something, that we are very much opposed to.  

Question 23. Since your company became a subsidiary (for KEN) / HQ (for CH) what has changed in the management 
style and how much do you think is culturally influenced? 

P.2 

There was not really a big influence on 
the entity in Switzerland because one 
person especially was hired to take 
care of the development of the site in 
Kenya, this person had no responsibil-
ities/ activities at the Swiss entity. At 
that time, I and our CEO were very of-
ten there, this is different now. It still 
takes a while to get all the quality 
standards well integrated there. The 
companies still have to grow together. 

P.3 

I cannot say what has changed since the establishment because 
our site was not existing before establishment of the subsidi-
ary. But what I can talk a bit about what happened from 2016 
until now. I think in the early days quite a lot of the responsi-
bilities were in the Swiss office, job rotations, work on the field. 
Of course, that was necessary because here we didn’t have the 
knowledge about the processes and these plants. Now we have 
a lot more responsibilities whereas before. So, we are getting 
more and more independent as a business rather than just be-
ing a little baby of the Swiss company. 

P.3 

Yes, I think that something has changed here. In the past, the entity in Switzerland was more of a plant trader 
and doing research, but now they do more research and far more cultivation. Secondly, the managing director 
of the entity in Switzerland now spends a lot of time down in Kenya, and they have an extra person who was 
hired just for that. I think the impact is more that the entity in Switzerland has now kind of more merged with 
the entity in Kenya - they are now doing much more plant cultivation than plant trading. It's a different mindset 
and size of the whole company now, at peak times we had over 400 employees down there. 

                                                      
134 also see issues in the headquarter-subsidiary relationship described in the introduction, especially on page 9. 
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Question 27. What is the most difficult issue you have to deal with when communicating or working together with 
your counterpart from the Swiss HQ/Kenyan subs.? 

P.2 

What is difficult for me in the collaboration is, on the 
one hand, a certain understanding and sense of duty 
in terms of realizing, that plants don't have a weekend 
and that you also have to go into the greenhouse at 
the weekend and water the plants. Furthermore, 
there is still a lack of expertise and attention to detail. 
I would also like to see a bit more proactive feedback. 

P.1 

For now, I haven't really seen a part that was 
difficult. Maybe there is a language barrier, 
but I wouldn't say this is difficult for me. Be-
cause we both understand English and they 
make good decisions. Being a foreign com-
pany that has built itself in Kenya they have a 
better way of thinking than the other compa-
nies I have already worked for. So, I don't see 
any difficulties. 

P.3 

The most difficult thing is just as usual, to learn how 
to understand the other person and to build up trust. 
You get to know someone, have his expectations and 
develop an idea, but how the person really is, you of-
ten learn much later. And sometimes you are miles off 
the mark. This "getting used to each other" and the 
difficulty due to this distance (everything runs via e-
mail), simply to develop a feeling for the other is very 
difficult for me. 

P.3 

Language barrier is not a problem, but being 
so far away and only communication by text. 
Although we are trying to communicate as 
much as possible its difficult being on a com-
pletely different continent and not just at a 
next-door office we you can go there and just 
ask. We are working with just photos and vid-
eos but sometimes you just need some time 
on the ground. I mean *zoom is great but it's 
nothing being in the same room and solving a 
problem together. So, the distance and not 
being together is difficult. If you are trying to 
explain something via email in a language that 
is not your mother tongue is hard. 

P.4 

On the one hand, the know-how is still a bit incomplete; the transfer of knowledge is simply not yet finished. On 
the other hand, especially at the beginning, but this has improved considerably in the meantime, was that the 
young people overestimated themselves and often only communicated the positive. Because these are proud 
young people, they sometimes have a bit of trouble delivering bad news. That was in fact the biggest problem 
we had in the past, and sometimes we were also very negatively surprised. I just don't like surprises, whether 
positive or negative. If we do it as a team and everyone is always informed about good and bad things, then we 
can decide on measures together and one is not lost, alone, and has to bear all the responsibility. If a call for 
help is needed, it has to be loud and clear and that is not always the case. It starts with self-management, i.e. 
how you manage your own time. At the moment, a lot of things are still very hectic and poorly planned. 

Table 13: Interview questions related to conflict potentials 

5.2.5 Working relationship in the case company: current situation and potentials for 
improvement 

Within this section the focus is set on opportunities for improvement and to answer the last sub-
question of the research question "In the author's case company, how is the current headquarter-
subsidiary relationship and what changes might be needed to better fulfill each other' s expec-
tations, with the goal of improving the working relationship?" based on the information obtained 
during the interviews as well as the author's personal perceptions. The answer to this very extensive 
question will be provided piece by piece, starting with an overview of the current situation concerning 
the relationship between the Swiss headquarter and the Kenyan subsidiary. 

Within the interviews a constant willingness to learn from each other and thus to grow together was 
clearly observed at both sides. Considering the discussed contents during the interviews, it is there-
fore concluded that the examined case company follows the approach of joint strategy finding men-
tioned above (see page 49 and 8). In this context the answer of the Kenyan Managing director to 
question no. 23 "we are getting more and more independent as a business rather than just being a 
little baby of the Swiss company" made it clear, that the Swiss headquarter has given room for and 
encouraged the Kenyan subsidiary to work independently to a certain degree. Overall, there is a 
strong reliance by the headquarter on the subsidiary in the sense that a significant advantage in 
securing the value chain has been achieved through the establishment of the subsidiary. Therefore, 
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the headquarter is very aware of the importance of the subsidiary and intends to continuously de-
velop the subsidiary. 

During the interviews, the author observed that the interviewees currently have a solid working rela-
tionship with their respective Kenyan/Swiss counterparts based on mutual trust and a continuous 
flow of information. The subsidiary ensures the trust of the headquarter by constantly informing them 
about ongoing processes, and the very intensive cooperation of the last few years has also enabled 
the two companies to create a common foundation and a common goal. They have already managed 
to overcome some of the hurdles and communication problems described in the previous chapter 
(see Table 13), but there is of course still room for improvement, which now leads to the next point 
of this last sub-question of the research question, namely what changes could be made to improve 
the fulfillment of mutual expectations.  

Therefore, first the status quo - the general understanding of each other's expectations was asked 
before then moving forward to the main question related to the fulfillment of expectations. In general, 
frustration and disappointment about unfulfilled expectations occur not only in business life, but also 
in private life, however, these frustrations and disappointments are often merely the result of insuffi-
cient and unclear communication of one's own expectations. The author of the thesis thereby chose 
the approach of challenging the interviewees to fundamentally question themselves and their own 
expectations of others. This included knowledge and understanding of the needs of the other party, 
their capabilities and possibilities, but also their limitations. She intended that afterwards, there would 
be automatically a recognition of whether the expectations that one places on the other side are even 
appropriate, and thus whether the other side would even be able to fulfill these expectations com-
pletely. With this awareness the opportunity for a more holistic mutual understanding should be cre-
ated, which would subsequently facilitate an improvement process in the working relationship. 

This approach has proven successful in that opportunities for improvement were identified in organ-
izational, structural and systematic aspects, but also in the further development and training of em-
ployees' skills in order to improve the fulfillment of mutual expectations, improve the working rela-
tionship and, ultimately, contribute to the further advancement of the company. In the course of the 
interviews, it was determined that for example a clearer formulation of the respective requirements 
would be helpful. In this context, there were also different answers among the participants of the 
Swiss headquarter and the Kenyan subsidiary. While the Kenyans basically agree to know what 
requirements the Swiss place on them, but would also appreciate more listening to the opinions of 
others, the statements of the Swiss differ in this regard. The participants on the Swiss side experi-
ence that things are often done differently than previously agreed and thus assume that the Kenyans 
have not understood what is being expected of them. Therefore, a need for change is seen at this 
point.  

Overall, the Swiss agreed that the capabilities of the team and the cooperation with the Kenyan 
subsidiary need to be further developed, along with the transfer of knowledge, which has not yet 
been completed. By strengthening the skills and competences of the Kenyan subsidiary, the Swiss 
headquarter expects a more stable process flow, a better organization and generally a reduction of 
hectic. These issues are also seen as potentials for improvement by the Kenyan management team. 
They call for better structuring in planning, involvement of the teams concerned, direct communica-
tion and consultation with the people involved, but also structural conditions such as improvement of 
the office equipment. 
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In question 32, the participants were explicitly asked whether they felt that their colleagues were fully 
aware of their expectations. Here, all participants except of one person on the Swiss side agreed 
that their counterpart or colleagues from the other side know what is expected of them. It was also 
noted that although a lot has already been achieved during the past few years, there is still room for 
improvement. For the future, the Swiss headquarter would like to see more initiative and more open 
communication from the Kenyan subsidiary's team. This also highlights this special headquarter-
subsidiary relationship in the case company - the Swiss headquarter encourages the subsidiary to 
develop independently, sees the subsidiary as an equal partner and strives for communication and 
decision-making at eye level. 

Question 30. What do you think needs to be done both from the HQ in Switzerland and/or the Kenyan subsidiary in 
order to enable you to do your job well/better? 
Swiss answers Kenyan answers 

P.2 

Better cooperation, not overburdening people, better 
knowledge transfer - i.e. to train people better, to estab-
lish an "attention to detail", to learn from each other. It 
would also be important to implement things as previ-
ously discussed. That is important in order to be able to 
rely on each other. 

P.1 

What you could do to improve the relation-
ship in our management team, is being in-
volving all the teams in all the plans. Also in-
corporate a bit more structure in planning. 
Regarding the daily work, I think listening 
when somebody has a suggestion for im-
provement also helps.  

P.4 

That is a simple question. Team building and the develop-
ment of the team is our top priority. We have to build the 
team in Switzerland, where people take responsibility 
and also successfully implement the daily business, and 
the same is also the case for the team in Kenya. We need 
to find the right people and train them. We have to get 
away from this hectic pace and actionism. There are sev-
eral decisions to be made every day, and that is certainly 
part of the process, but we need to focus on establishing 
more structure and slowing down a bit. Processes must 
therefore be clearly defined, and they must be stable and 
reproducible, because that simplifies life and together 
with development and the perception of responsibilities, 
brings more serenity. 

P.2 I would say to improve small issues for ex-
ample office equipment. Referring to the 
matter of communication, this could also be 
improved gradually with everybody in-
volved. So, if you categorize it and every 
person at the Kenyan and the Swiss site and 
also the site in Uganda the level of concen-
tration, level of under-standing level of in-
terpretation would be totally different in 
each and every person. So, I'd rather like to 
see people interacting more and more so I 
can see how people are. How they react to 
things and then be able to understand 
them. 

P.3 To directly communicate with each other 
and not always ask me in advance or to in-
clude me. But if somebody prepares data 
which I plan to also send to our Director for 
example I quite like to check it first because 
currently there is very often a mistake. 

Question 29. What does it require for you to build up trust within a business relationship? 

P.1 

What it takes to build trust, well first it requires trust in 
advance. You give people the benefit of the doubt and 
then they can prove themselves. But you can't constantly 
control a person and have the feeling that you trust him, 
because that's a self-fulfilling prophecy. You don't give 
them the space to prove themselves. So there needs to 
be a long leash. You can build up trust by giving away a 
task, but not just delegating it away or holding hands all 
the time, but really leaving room for maneuver, not giving 
everything down to the last detail and discussing it openly 
afterwards. Otherwise, it just takes time and results - 
every interaction strengthens you in being able to better 
assess the person (and their work) and so a picture grad-
ually emerges. Probably, however, this process is com-
pleted relatively quickly - trust takes time, but probably 
it's safe to say that after about half a year you can already 
estimate a person really well. 

P.1 
most of the time what we do to gain trust in 
us, is informing the Swiss about what we do. 
So, they gain the trust in what we are doing. 
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P.2 

open communication, finding solutions, willingness to ac-
cept other opinions, openness to try new things and will-
ingness to learn from each other. Furthermore, discussed 
things should be implemented and feedback/responses 
should be given quickly. 

P.2 In a business context I'd like to know how a 
person is and how it reacts. My mood is not 
always consistent like the mood from other 
people is not always consistent. So, if you 
are able to interpret all the moods from 
every person then you'd know how to ap-
proach this person and talk to accordingly. 

P.3 
I think it takes time to connect with each other - I think 
it's like in a partnership. You get to know the other per-
son, you know how to interpret him/her and with time 
you only need to look at the other person and then you 
already know what he/she wants, thinks and how he/she 
feels. The joint work, the output that comes out of it, giv-
ing each other feedback and then observing what is made 
of it and remain capable of learning. 

P.3 Communication and transparency. I keep 
them updated about what I am doing here 
and of course they pass all the information 
the other way, what the customers are say-
ing what is the quality and what is the out-
look. I think that is a constant flow of infor-
mation back and forth. So, we developed 
quite a lot to two companies working to-
gether. 

Question 31. What do you think your Swiss/Kenyan counterpart could or should change/improve in order to make 
it easier for you to understand their demands/requirements? 

P.1 

Regardless of cultural differences or even in private or 
business life, it is simply important here to listen to each 
other and try to understand your counterpart instead of 
just shoving your own opinion and also thinking things 
over. If everyone did that, you would generally under-
stand each other better. In the cooperation with the Ken-
yans I have the feeling that during the meetings every-
thing is always clear, but there have also been situations 
where then 2 weeks later a different result than expected 
comes from the other. However, I have already experi-
enced this in the same form in the cooperation with 
Swiss, so he cannot speak here of any peculiarity of the 
Kenyans. So, the answer to make it easier: simply say dur-
ing the meeting: "Stop I didn't understand, please go back 
to the beginning, I don't know what you need that for".  

P.1 

What could be done in order to further de-
velop the working relationship is to more in-
volve the people in the decision-making 
process. So, if we see a decision is made and 
you raise you concern I think you should be 
heard. Cause sometimes you see that your 
opinion is overrun. Those are the things that 
make a working relationship better. Be-
cause if you raise an opinion and if it is not 
heard then you feel it is not right. I think we 
can improve in decision making. If a decision 
is made again and someone has an opinion 
that is contrary to the decision I think they 
should listen to it. 

P.2 When I plan something, I always try to do everything so 
that they understand it. But then somehow nothing ever 
comes from them about whether they couldn't under-
stand something or need something else. For me it would 
be good if they would tell me right away if they don't like 
something or they need something else. That would be 
helpful. 

P.2 

I think I understand their expectations, if 
not, I will ask. 

P.4 I think the mutual requirements and demands are cur-
rently not so clear. On the one hand, the Kenyans do not 
yet have the same understanding of the requirements 
and demands of our customers. We are working daily to 
increase transparency. On the other hand, I think we un-
derstand the requirements that the Kenyans have for us 
quite well. There are also opportunities here to increase 
this mutual understanding. For example, we can bring key 
people from Kenya to Switzerland for a certain period of 
time, so that they can develop an understanding of the 
reasons behind some of the demands. On the other hand, 
we also have the approach that we send experts down. 

P.3 

I think we actually understand what they 
need. 

Question 32. In your opinion, do you think your colleagues from *the other* company are fully aware of the expec-
tations you have of them? 

P.1 

I think I already have an idea of what to expect from 
Kenya, so not all the subtleties are already known (and 
sometimes difficult), but the basic framework is clear. But 
whether I always communicate all my expectations to the 
others properly understandable, I cannot say. 

P.2 
Yes, I think so. If we need something from 
them we can directly approach them and 
ask for it. 
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P.2 Not always, the willingness is there but you also have to 
guide them well. I often have to push them to do some-
thing and I always have to ask. They don't come on their 
own. So, I think they don't understand what I expect from 
them. You know with me it's like this: A new plant is al-
ways the focus or if there's a problem, you put the focus 
on it. And unfortunately, that's what I miss in Kenya. For 
me, my work is my hobby, I love it and I expect the same 
from others, which is probably too much. 

P.3 
No, of course they are aware of what I ex-
pect of them but not fully aware in terms of 
the details. By the way that’s not their fault, 
that’s just because I need more time to 
spend with my team. But I do feel that a lot 
of the information to and from Switzerland 
comes to me. What I am trying to improve 
is having sort of a more directly communi-
cation without standing in between. We are 
working on that and the things are growing 
and that is getting better. I will develop my 
team more in that and involving them more 
and giving them responsibility of also com-
municate to the Swiss office. 

P.3 I believe that the General Manager of the site in Kenya 
and the Swiss Director of the whole company have ex-
changed this exactly in their very intensive collaboration. 
This is not as strongly expressed in me and my counter-
part, but we have also developed a feeling for each other.  

P.4 Yes, I really believe that. Now after these 5 years of such intensive collaboration, I think that they understand 
what I am expecting. I am not a control freak and I have very high expectations for self-management. Because I 
lead very much on a long leash, but not very much control, it is my expectation that I will simply be informed 
whenever a problem arises. We have already come a long way in this regard; it was quite different at the begin-
ning. We had very little information for weeks and at the moment I find that it's going really well, so I don't think 
it could be any better. So yes, I think I am a very demanding person in that sense, because I expect ownership 
and to " switch on the brain, be proactive and take the initiative" and that people approach me with suggestions. 
At the moment, it's still me who makes the suggestions, who pushes and who comes up with ideas. Actually, I' 
d prefer it to be the other way around and that I am the one who is challenged from their side. But that's a 
flowing process, it doesn't happen overnight. To come back to your question, yes, I think the expectation is very 
clear, it is just not yet so 100% implemented. Everything still needs its time. 

Table 14: Working relationship, expectations and changes for improvement 
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6. Conclusion 

The objective of this master thesis was to develop a framework that facilitates a company with head-
quarters in the German-speaking part of Switzerland and its subsidiary in the Bantu-speaking area 
of Kenya to overcome cultural and managerial barriers in order to increase mutual understanding in 
the business context. The focus was thus on identifying and examining potentially dysfunctional as-
pects in the working relationship with the intention of enabling a sustainable consideration of the 
headquarter-subsidiary relationship that can also contribute to future improvements. From this, the 
overarching research question evolved around what the Swiss headquarter and the Kenyan subsid-
iary need to know about each other in terms of cultural characteristics and resulting differences in 
business practices (related to management/leadership) in order to improve the overall collaboration 
and working relationship. Due to the complexity of the research question and the diversity of the 
related topics, the overarching research question was divided and categorized into sub-questions 
using the principles of the 7S framework (see chapter 5.2.1 page 47), then examined and answered 
step by step. Apart from answering the actual research question, this thesis presents a structured 
way of approaching such a complex question. 

At first, the guiding themes were addressed in the following order: the general tensions within a 
headquarter-subsidiary relationship considering organizational and structural aspects (e.g. the influ-
ence of centralization/decentralization and related decision-making processes, also see chapter 1.1 
page 8 and chapter 5.2.1), as well as the societal context whose evaluation represents the main part 
of this thesis. The latter comprises the cultural environment of Switzerland and Kenya (see chapters 
2 and 5.2.2) and the associated differences in management/leadership practices (see chapters 3 
and 5.2.3), as well as the resulting conflict potentials (see chapter 5.2.4). The author believes that 
by exploring these aspects this would facilitate the development of a deeper and more holistic un-
derstanding of each other and, building on this, enable the identification of approaches to improve 
the working relationship between a headquarter and its subsidiary. The introduction and considera-
tion of all these fundamental themes, including related theories and concepts, served as a basis and 
starting point for analyzing a real case company with its headquarter in the German-speaking part of 
Switzerland and a subsidiary in the Bantu-speaking part of Kenya, in these regards135. As data 
source, a comprehensive and intensive literature review as well as qualitative interviews were con-
ducted, with the representatives of the Kenyan management team as well as their main contact per-
son in the Swiss headquarter, including the director of the company, who holds the overall responsi-
bility for both business entities. 

All the literature reviewed, as well as the interviews revealed, that for building and continually im-
proving a good working relationship, it is essential to get to know each other and to understand the 
differences in cultural and organizational background. In order to substantially comprehend the "vis-
ible aspects" of cultural differences (see page 31) the author recommends to first get into touch with 
the concepts of cultural dimensions. By doing so, one is able to develop a fundamental understanding 
for the "distances" between the cultures in various aspects136 and also how to classify these differ-
ences within one's own thinking patterns. As already indicated in section 3.2, it is also highly recom-
mended to view more than one approach of cultural dimensions (e.g. not only Hofstede or just the 
results of the GLOBE studies). To express it with the words of E. Schein: 

                                                      
135 Cultural differences/similarities see chapter 5.2.2; resulting differences in management/leadership practices see 

chapter 5.2.3; and related tensions/conflict potentials see chapters 5.2.4 and 5.2.5. 
136 see page 20 and the book "the Culture Map" by Erin Meyer as an uncomplicated introduction to this topic. 
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"If we understand the dynamics of culture, we will be less likely to be puzzled, irritated, and anxious 
when we encounter the unfamiliar and seemingly irrational behavior of people in organizations, and 
we will have a deeper understanding not only of why various groups of people or organizations can 
be so different, but also why it is so hard to change them. Even more important, if we understand 
culture better we will better understand ourselves – better understand the forces acting within us that 
define who we are, that reflect the groups with which we identify and to which we want to belong".137 

Furthermore, cultural values directly impact the expectations to conducive leadership and thus also 
business practices. However, both factors are of course not only influenced by cultural value but also 
by factors such as described within the "hard S" elements in the 7S framework which represent the 
structure, strategy and systems of an organization. For this reason, in addition to cultural concepts, 
another emphasis in this thesis was put on leadership approaches, and as part of this, 3 leadership 
theories were described, which do not only address the leader as such, but also consider the respec-
tive situation and the subordinates. This provided the theoretical basis for understanding that when 
it comes to the central question of the "appropriate" or "recommended" leadership of employees, it 
is necessary and expedient to not simply rely on existing managerial leadership structures, which for 
example may work well at headquarters, and then just impose them on the subsidiaries without fur-
ther adaptation (e.g. neglecting cultural and social conditions). Instead, it is essential to also take into 
account (besides socio-cultural implications), the needs/requirements, capabilities and developmen-
tal status (also see chapter 4.1 page 35) of the individual employees to be led, as well as the profes-
sional context and field of activity of the respective team. Thus, there is no "one right way" or "one 
right leadership style", but a good leader is characterized by the fact that he/she acts and leads in 
accordance with the actual situation and the individual needs of the employee.138  

Just like the answer to the question of "the right leadership style", the overarching research question 
of what a company basically needs to consider when it comes to improving the headquarter-subsid-
iary relationship in general, can also be answered using this master thesis as a guide. Due to the 
fact that the improvement depends on so many individual questions, the answer has to be sought 
individually step by step considering for example the sector and the countries in which the company 
operates, the employed personnel (incl. executives/leaders) with all their competencies, skills and 
responsibilities, and of course the sociocultural implications. Besides these aspects, the general 
business framework in terms of organizational structures, detailed, clear and transparent definition 
of decision-making processes and also operational processes incl. achievable long- and short-term 
goals provide for the necessary stability and orientation. Once the organizational framework is es-
tablished, a constant and balanced flow of information, including the transfer of knowledge and 
shared values, is to be generated on the basis of trust and an approach of open, respectful, humble 
and friendly communication. Therefore, it is recommended for every company or corporate group 
that is internationally active or would like to operate internationally to deal in detail with the questions, 
topics and theories presented in this thesis in order to thereby establish a solid starting point for 
finding the appropriate path for itself. 

                                                      
137 E. Schein, "Organizational Culture and Leadership", 3rd edition, 2004, p. 10. 
138 Hersey, Blanchard, "Situational Leadership, Perception and the Impact of Power", Group & Organization Manage-

ment, 1979, p. 418. 
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Appendix 1: Interview questionnaire  

 
Interview for master thesis in "international management and leadership", 2021 

First of all, thank you for your interest in supporting me with my thesis! Here’s a quick overview of what the 
purpose of the thesis is, and what kinds of questions I would like to pose for this interview. 

Purpose: These interviews are part of a master thesis being conducted at the University of Applied Sciences 
Vorarlberg, Austria within the master program "International Management and Leadership".  

Thesis Title: "Business Management in Kenya vs. Switzerland – Differences, Similarities, Challenges and 
Solutions. A Framework to Integrate Cultural and Managerial Theories Across a Case Study Involving a 
Headquarter-Subsidiary Relationship". 

Intention: The purpose of the research is to examine specific cultural attributes of both countries, evaluate 
whether these lead to different managerial leadership practices/preferences and how these aspects might 
be impacting working relationships.  

Expectation: is to obtain information about your practical experiences regarding: 

• the perception of the functionality of the working relationship with each other (Swiss and Kenyans) 
• cultural and behavioral differences you realize(d) in interaction with the representative of the re-

spective company 
• problems or processes that do not work out so well 
• possible root causes for these issues and  
• what kind of changes you have already implemented to overcome tensions/conflicts/misunder-

standings 
• potential suggestions and solutions for improvement in the future 

Timing: I would like to meet with you via zoom, skype or teams for an hour.  

Confidentiality and Anonymity: Any information that is obtained in connection with this study and that can 
be identified with you will remain confidential and will not be disclosed. You will not be identified by name 
in any reports of the completed study. Audio data will be transferred into digital form and will not be linked 
to you or any individual and once fully compiled will be forwarded to the supervisor of my thesis at University 
of Applied Sciences Vorarlberg. Data will remain stored anonymously for future use. 

Interview questions : 

Section 1. Introductory and personal questions 

1 Age, Origin (which region, language & ethnicity) 

2 The connection between CH and KEN was established in 2016 - since when are you working for the com-
pany? 

3 Responsibilities in company and what activities do you work on? 
4 Who do you work with the most in the Swiss/Kenyan company? 
5 How much interactions (frequency, daily weekly etc....) do you have with the Swiss/Kenyans? 

6 Previous international business experience with (German-speaking) Swiss (for KEN) or (Bantu-speaking) 
Kenyans (for CH)? 

7 Other previous international business experience (with which nationalities) which maybe has impact on 
your working relationship with Kenyans/Swiss? 

page 1 of 3 
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Section 2. Cultural differences /similarities at the Swiss headquarter and the Kenyan subsidiary 

8 
I found for example that Kenyans and Swiss are both "working people" so it is highly valued to get the best 
out of oneself, showing top performance and having success. Would you say that literature is right here, 
could you confirm that? 

9 Could you please tell me a bit about which behavior/attributes are considered positive and leave a good 
impression in your company (Swiss HQ/Kenyan subs.) in general? 

10 Which behaviors/attributes are in general considered negative? 
11 Which positive and negative attributes/behaviors have you seen at your partners (CH/KEN) side? 
12 Within your business entity (Swiss HQ/Kenyan subs.), is it normal to also talk about private topics? 

13 How about the separation of private and business life within your business entity (Swiss HQ/Kenyan subs.)? 
- Is it usual to regularly meet the colleagues (or the boss/line manager) from work also in the leisure time? 

14 Do you think Swiss and Kenyans share some attributes/characteristics despite the huge geographical dis-
tance and history, especially in a business context? 

Section 3. Swiss HQ vs. Kenyan subs. business management (managerial leadership perceptions and experiences 
in general) 
15 In general, what makes a good leader/manager (in a business context) for you?  

16 Do you think this conception of a good leader/manager is typical for the specific region in Kenya/Switzer-
land (so, do your friends/family from your region working in different companies share this conception)? 

17 Which behaviors and attributes are in your opinion characterizing a bad leader? 
18 Have you perceived some of these in your interactions with the other side (Swiss HQ/Kenyan subs.)? 

19 Within your cultural context, how does your company (Swiss HQ/Kenyan subs.) deal with conflict and dis-
agreement?  

20 Have you perceived that this is done the same way also in the *other* business entity (Swiss HQ/Kenyan 
subs.)? 

21 What do you see as different in the Kenyan versus Swiss management styles? (Could you please specify in 
which way)? 

22 Do you think differences Kenyan and Swiss management style cause conflict or do they work harmoniously 
with each other? 

Section 4. Swiss vs. Kenyan business management (communication, problem-solving, expectations) 

23 Since your company became a subsidiary (for KEN) / HQ (for CH) what has changed in the management 
style and how much do you think is culturally influenced?  

24 What is important in your country (cultural background) in order to develop a good working relationship 
with your colleagues within daily business in Kenya/Switzerland? 

25 Do you sometimes feel that you are not properly understood by the other (Swiss/Kenyan) business entity? 

26 

If you are communicating with the *others*, is there something you change in your behavior or commu-
nication strategy/style in order to make yourself understood better or get what you want/or need from 
them?  

for example (not limited to) change of communication style in terms of: 
- speaking slower 
- more structuring the content 
- preparing presentations or agendas for the meetings 
- repeating and clearly pointing important things out 
- ask questions to verify if other side has the content understood the same way you intended to 

transfer it 
- or contrary, give more room for questions 
- change body language, etc. 

27 What is the most difficult issue you have to deal with when communicating or working together with your 
counterpart from the Swiss HQ/Kenyan subs.? 
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28 

Have you ever experienced a case where the communication with the *other* company did not work out 
that well due to different understanding (probably because of a different cultural background), a task or 
project was delayed? If yes, what have you noted for yourself to improve/change in order to avoid another 
recurrence of that case in the future? 

29 What does it require for you to build up trust within a business relationship? 

30 What do you think needs to be done both from the HQ in Switzerland and the Kenyan subsidiary in order 
to enable you to do your job well/better? 

31 What do you think your Swiss/Kenyan counterpart could or should change/improve in order to make it 
easier for you to understand their demands/requirements? 

32 In your opinion, do you think your colleagues from *the other* company are fully aware of the expecta-
tions you have of them? 

 

Additional questions: 

33 Do you have any further insights/experiences that you want to share? 

34 Would you have asked the questions different or seemed some of the questions strange to you? 

35 Would you like to have a copy of the master thesis? 
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Appendix 2: Answers to Interview Questions 

Section 1. Introductory and personal questions 

Question 01. Age, Origin (which region, language & ethnicity) 

CH/Person 1 31, male, German-speaking Swiss from Grisons KEN/Person 1 30, male, Meru, is a Bantu-speaking tribe 
CH/Person 2 62, male, from Damascus, Syria KEN/Person 2 28, male, Kalenjin, is a Nilotic-speaking tribe 
CH/Person 3 46, male German-speaking Swiss (Thurgau) KEN/Person 3 28, male, white Kenyan in 4th generation 
CH/Person 4 56, male German-speaking Swiss (from Romanshorn, Thurgau) 

Question 02. The connection between CH and KEN was established in 2016 - since when are you working for the company? 

CH/Person 1 December 2020 KEN/Person 1 2017 
CH/Person 2 April 2010 KEN/Person 2 2019 

CH/Person 3 
8 years, was involved from the beginning of the project of establishing the 
subsidiary 

KEN/Person 3 2016 

CH/Person 4 Already before the beginning of the acquisition since 1996 
Question 03. Responsibilities in company and what activities do you work on? 

CH/Person 1 
Project Manager; operational matters; procuring seeds, setting up trials, 
strategic: further development of Kenya as a location (mainly together with 
the Director of the company and the General Manager of the Kenyan site). 

KEN/Person 1 
Member of the management board, accountant, the major task is uploading 
and pay invoices plus he is the head of logistics, so he is also doing all the pur-
chasing 

CH/Person 2 

Head of R&D Department - Cultivation research (plant selection, finding the 
propagation method, testing in our laboratory and other laboratory) mainly 
for the corporate group but also for third parties - project support from the 
beginning to the end. At the end establishment of commercial, sustainable 
production (into pilot phase, into pilot cultivation and then goes into com-
mercial cultivation/production). 

KEN/Person 2 Member of the management board, collection and entry of data (mostly pro-
duction data) and quality management 

CH/Person 3 

CFO of the corporate group, in the project stage: business plan development, 
from a business point of view a bit of challenging; later in the start-up; set-
up accounting, controlling process and sheets, ERP system for agricultural 
section. 

KEN/Person 3 
Managing director of the sites in Kenya and Uganda, ultimately responsible for 
the operations in Kenya. 

CH/Person 4 Director of the company, does everything from the operational training of the people to strategic things 
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(Question no. 4 is skipped as answers are containing names of all the participants)  
 Question 05. How much interactions (frequency, daily weekly etc...) do you have with the Swiss/Kenyans? 
CH/Person 1 

Daily 
 

KEN/Person 1 Daily 
CH/Person 2 KEN/Person 2 Weekly, or if questions or problem contact directly 
CH/Person 3 

KEN/Person 3 Daily CH/Person 4 

Question 06. Previous international business experience with (German-speaking) Swiss (for KEN) or (Bantu-speaking) Kenyans (for CH)? 
CH/Person 1 

No 
 

KEN/Person 1 
No 
 

CH/Person 2 KEN/Person 2 
CH/Person 3 

KEN/Person 3 CH/Person 4 

Question 07. Other previous international business experience (with which nationalities) which maybe has impact on your working relationship with Kenyans/Swiss? 

CH/Person 1 Yes, but not directly contact on a regular basis (company hat sites in Canada, 
South Africa and Kenya) 

KEN/Person 1 No 
 CH/Person 2 With Egyptians, Thai KEN/Person 2 

CH/Person 3 No, just with Germans 
KEN/Person 3 With some British and other European companies but not Swiss CH/Person 4 No 

Question 08. I found for example that Kenyans and Swiss are both "working people" so it is highly valued to get the best out of oneself, showing top performance and having success. 
Would you say that literature is right here, could you confirm that? 

CH/Person 1 

So far, I feel that the statement "are working people" is true and also identi-
fication with work that Kenyans also like to contribute. Kenyans are more 
open to change than Swiss. Whereby one encounters more open ears here 
when it comes to change than with the Swiss - from previous experience, I 
can say that the Swiss are "concrete heads" as soon as it comes to change. 
How consistently this is implemented is then something else again. 

KEN/Person 1 

Normally in Kenya you have to work to be successful, once you work you get 
returns. So, we value the success ac-cording to how we work, the position you 
get of a job. If you have a good job you have to be proud of it. since you are 
child you are taught to go for a good education in order to get a good job 

CH/Person 2 Not asked directly because interviewee is not Swiss KEN/Person 2 

If you have a good job and a good education you will earn a lot of respect (and 
be able to earn good money). In the end education and a good job outweigh 
the respect you earn with age. Because at the end of it all you could be old but 
you have got nothing to give back to society and that's it for what respect is 
for. When it comes to job this is a different respect. It doesn't matter the age 
the status, the word – if you are reporting to somebody you have to respect 
this person, that's automatic when it comes to work. 
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CH/Person 3 It is difficult for me to assess whether Switzerland is a high-performance society in contrast to other countries, on the one hand because I have not had so much international 
cooperation, and on the other hand because we are talking about other areas (agriculture vs. finance) and therefore also other characters and training 

Question 09. Could you please tell me a bit about which behavior/attributes are considered positive and leave a good impression in your company (Swiss HQ/Kenyan subs.) in general? 

CH/Person 1 

Very difficult to answer, as I have only been with the company for 4 months 
and during this time (probably also due to the Corona situation) have only 
had a very limited social group of people. As a result, I have also had very 
few interactions with other employees. On previous experience, however, 
he would give the following statement on this basically: decent, open, hon-
est, a friendly demeanor, punctuality. 

KEN/Person 1 Good listening skills 

CH/Person 2 Open communication and not hiding anything, being open to new things, 
commitment but also sense of duty and following instructions 

KEN/Person 2 
Finishing for example the things really on time and then being ready to maybe 
do some extra work that would not necessarily be in your line of duty. And then 
there are some other things like kindness, being humble, respectful 

Question 10. Which behaviors/attributes are in general considered negative?  

CH/Person 2 Communicate internal information but also problems to the outside commu-
nity 

KEN/Person 1 In our company we have policies from our HR office. So, most people that have 
lost or risk their job is because they did not follow, perform their duties. 

KEN/Person 2 If you keep shouting at someone, do not appear for no reason, being disre-
specting 

KEN/Person 3 
Not felt ownership - I don't expect them to feel like they are the owner of the 
business but especially in the management team I expect everybody to react if 
there is a problem and not just think that that’s the problem of somebody else. 

Question 11. Which positive and negative attributes/behaviors have you seen at your partners (CH/KEN) side? 

CH/Person 1 
Not asked directly because interviewee is working only for 4 months for the 
company and previously stated that he has not made so much experience 
with these matters yet. KEN/Person 1 We never really had bad contact with the Swiss 

CH/Person 2 Positive: willingness to improve things and to work, negative: lack of detail 
orientation 

Question 12. Within your business entity (Swiss HQ/Kenyan subs.), is it normal to also talk about private topics? 

CH/Person 1 
Topics talked about are certainly type-dependent, but I have the feeling that 
conversation sometimes assumed a depth that went beyond small talk. That 
was a positive surprise. I think Swiss people are rather reserved and I have 

KEN/Person 1 
Well, some people do not prefer talk about private things with colleagues. They 
only talk when they have really serious issues for example is somebody is ill and 
they need help. But otherwise, they do not prefer talk about private things. 
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often heard people say that it is very difficult to build a relationship with 
Swiss people because of the "Swiss understatement and reserve". 

CH/Person 2 Yes, in my team it is like that, but we are rather a small group here - 5 people. 
We work together a lot. 

KEN/Person 2 
No not with all colleagues. I have two with whom I can confidentially share 
private matters like family issues, financial issues. 

CH/Person 3 We do talk about private things, but we don't meet in our leisure time. We often meet by chance while walking or cycling, but although we have already planned several 
times to meet in the evening for dinner, we have not done that so far. 

Question 13. How about the separation of private and business life within your business entity (Swiss HQ/Kenyan subs.)? - Is it usual to regularly meet the colleagues (or the boss/line 
manager) from work also in the leisure time? 

CH/Person 1 Very difficult to answer, as I have only been with the company for 4 months 
(also see question 12). 

KEN/Person 1 Yes, sometimes we meet to go out for lunch or have a drink. 

CH/Person 2 
No, not really. We used to invite each other, but that's a long time ago. It's 
more of an exception. We used to go out for lunch more often (1Xweekly), 
but that has stopped due to people leaving and the Corona situation anyway. 

KEN/Person 2 
Yes, we hang up together have a drink, talk about football etc. It is not normal 
at the plant in Kenya to talk about private things with the boss 

CH/Person 3 No, that actually doesn't happen in our company. It's something we don't usually do and it's not common practice. But I can't tell you why we don't do it. By the way, there 
are also relatively few friendships within the company. 

Question 14. Do you think Swiss and Kenyans share some attributes/characteristics despite the huge geographical distance and history, especially in a business context? 

CH/Person 2 

In Kenya, they cook for the employees every day. There's a woman there and 
she makes the food for everyone and I think that's nice. I think this appreci-
ation for employees is expressed on other levels, but that' s what we have in 
common. 

KEN/Person 1 
Maybe the way we hold our meetings. The previous companies I worked for 
used to hold their meetings the same way we are doing it here. 

CH/Person 3 

I think there is a set of values that all people consider to be fundamentally 
positive, such as decency, respect, openness, reliability/response time. By 
now, we are quite good at this, I always get a response very quickly (imme-
diately) when I make a request. What we have also in common is that we all 
care a lot about our employees, we have low hierarchies and we also pay 
attention to them. But that can only be said for the company, not for the 
culture or the country. 

KEN/Person 2 

From the experience I made I can say that in project management it's all the 
same because all the project we are supposed to implement here in Kenya we 
are given the raw data from Switzerland. If there are complications we will try 
to find a solution and seek help from the Swiss. 

CH/Person 4 
I think a distinction has to be made between the local black Kenyans and the 
white Kenyans. Among the white Kenyans (in the 3rd or 4th generation down 
there) that I have met so far, I have consistently experienced how entrepre-

KEN/Person 3 

In general, I think we share similarities in terms of wanting to achieve the same 
goal. When thinking of differences, the main difference would be punctuality. 
The Swiss are famous for their punctuality and we are like always around 15 to 
20 minutes late. Another difference would be that there seems to be a clearer 
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neurial (many have already founded their own companies) and socially com-
mitted (in aid projects) they are. With the genuine ethnic Kenyans, I have 
had more mixed experiences. It's not a two-class society and somehow 
things are like here, but somehow in a more relaxed way. 
So I once had to do with a law office in Nairobi and it was exactly the same 
as if I had to do something like that in Zurich. Perhaps it's a bit more relaxed, 
and people laugh a bit easier than here, but it's still very professional and 
serious. They are also very international, so you can see that Kenya is among 
the top 5 in Africa. When going out to the countryside, one feels that people 
are a bit more reserved but my experience in Switzerland is also that people 
are a bit more reserved in the countryside. Overall, however, there is a much 
greater disparity in society down there than in Switzerland. On the one hand, 
you have the academics, and on the other hand, the simplest, most natural 
people that still exist on the planet - that' s much more extreme than here. 
In fact, there are these super-professionally trained people down there who 
are just as reliable and punctual as we are. So, there you don't see any dif-
ference to Switzerland. But when I look at the middle management at Kenya 
and compare it with ours, I see the biggest difference in how the young peo-
ple perceive the responsibility given to them. At our place, the opportunities 
are more likely to be seen and used, and the people then also want to do so. 
Of course, this also depends on the manager himself - do you give them a 
long leash or do you put the brakes on them. 

cut between working time and not working time at Kenya. I receive e-mails 
from the Swiss at every time. But I think that’s mainly due to the technical sit-
uation, in Switzerland everyone has a laptop and more or less constant access 
to internet and office. 

Section 3. Swiss HQ vs. Kenyan subs. business management (managerial leadership perceptions and experiences in general) 

Question 15. In general, what makes a good leader/manager (in a business context) for you? 

CH/Person 1 

Authentic, walk the talk, pretty much embody and act what you preach, no 
matter what it is, positive open, optimistic person. So, someone who is af-
firming, solution oriented, not someone who falls into brooding in front of 
their subordinates, but exude an outward confidence. He must enjoy work-
ing with people and be able to approach different people and also be able to 
break different behavioral patterns and automatisms that creep in over time. 
The leader must lead the way, should be able to set the direction for the 
team. Also, a certain predictability - not so important in which direction - you 
shouldn't be surprised every day by your leader; there should be a certain 
consistency. So, a little bit of reading people, challenging them, motivating 

KEN/Person 1 

Be a good listener to the demands and opinions of employees. For decision-
making also, consideration of other opinions is desirable, not being command-
ing and authoritative. For us mostly important is to have leaders we respect, 
not whom we fear. 
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them, always putting one over on them. Now that sounds kind of like this 
"more and more". We have the ACTUAL state and there we always put a 
shovel on top. To find creative new ways to become better again, that is the 
direction it needs. Not like "now we are here and there we make ourselves 
comfortable now". 

CH/Person 2 
Communicates openly, listens to the requests of employees, makes decisions 
and takes responsibility. Communication is very important and also that the 
exchange with employees is also realized (for instance weekly jour-fix). 

KEN/Person 2 

A good boss is someone who is open-minded, humble, someone who looks for 
his employees – things like knowledge and competency should be automatic in 
a leader. Also, I would prefer that if a decision is to be made and I'd have an 
opinion on that, it would be good if a leader listens to it and then considers it. 

CH/Person 3 

This hands-on attitude is very important to me, not being oneself too good 
for anything, communicating very openly, looking at all stakeholders and the 
needs of your employees, as well as standing behind them to find the best 
compromises. Then a sensible and thoughtful use of money, making deci-
sions quickly, and also knowing when to get which people together at the 
table. Noticing at the right moment when you need an expert and when to 
communicate versus when a simple piece of information is enough. But not 
always just asking, but also deciding for yourself depending on the situation. 
Also, a certain affinity for numbers is an advantage, especially a bit of busi-
ness knowledge/understanding of numbers is. For me, teamwork is very im-
portant - getting people on board, giving them responsibility or the oppor-
tunity for self-fulfillment. 

KEN/Person 3 

I certainly think that a good leader needs to be more dedicated than everybody 
they are leading because you can't expect people to take you seriously and be-
lieve in your vision and follow your instructions if they don’t feel that you show 
the same level of commitment. So, I think a leader certainly has to lead from 
the front and not be scared to get their hands dirty, get involved and help. In 
order to get people to follow you as a leader I think you have to invest a bit 
time into your team and you have to show them that you care and that you 
understand the challenges of what they are doing. If you have no idea what 
you are asking someone to do or don’t know it yourself then it's difficult to 
expect them to know what to do and how to do it properly. I think we have 
some people here at the farm who I think are natural leaders and where people 
look up to and of course they are always are the ones who come early and leave 
late and they are always the one who do more work and I think in a country 
where you quite often find people just doing their minimum to satisfy whatever 
they have been asked to do, you can see a clear contrast to people who do 
some extra work. So, I expect from people in a leadership team to lead from 
the front. 

Question 16. Do you think this conception of a good leader/manager is typical for the specific region in Kenya/Switzerland (so, do your friends/family from your region working in 
different companies share this conception)? 

CH/Person 2 It's hard for me to say, in my previous job in Germany it was a bit different, there was not so much emphasis on having a regular exchange in the form of the weekly meetings 
and I like that very much. But I think it's more of a company thing. Also, in Germany we didn't meet regularly in the group and openly discuss problems/projects/development. 

CH/Person 3 

It will be a somewhat Swiss approach, a bit less hierarchical than in Germany or Austria, for example. But in general, I think that's also part of this new management doctrine, 
that you're no longer a boss from above, but a leader and do things together. I'm more in favor of natural hierarchies, because in a team you can see where someone's 
strengths lie. Like in football, for example, the best player is not always the captain, but everyone is needed for the team's performance. You need someone who is the link 
to the outside world and who holds everything together 
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Question 17. Which behaviors and attributes are in your opinion characterizing a bad leader? 

CH/Person 1 
Actually, the opposite of everything above, but also the inability to apologize. 
For example, Japan - loss of face, not possible. But it also needs the personal 
proximity to be able to show weakness. 

KEN/Person 1 
Well, somebody that is not listening to his employees. So first of all, if you don't 
listen, then you are a bad leader. Secondly if you are a commanding leader, 
who doesn't want other people's opinions that you are not a good leader. 

CH/Person 2 
Bad leadership is then the opposite of good leadership; not giving an-
swers/decisions or constantly postponing them, shifting responsibility to 
others. 

KEN/Person 2 
Somebody who doesn't value your opinion and someone who is very temper-
amental. 

CH/Person 3 These former patrons or autocrats, these solitary people which show a cer-
tain doggedness or unhealthy ambition. 

KEN/Person 3 

What I don't like is when someone is in a leadership position and now that they 
have responsibility and are leading, people feel that now they need to do less 
work, like they have more responsibility but less tasks. We used to have some 
supervisors for the workers in the field and those supervisors controlled that 
people did their work accordingly. But I didn't really like that. I was looking for 
the kind of people who would also pick up a spade or a shovel, get involved, 
help. So technically yes, it's a supervisor's job to check that other people are 
working, but some of them did just that while others helped. 

Question 18. Have you perceived some of these in your interactions with the other side (Swiss HQ/Kenyan subs.)? 

CH/Person 2 No, I haven't seen anything like that, just that they don't implement things 
the way you explain them, but as I said, that's more due to lack of knowledge. KEN/Person 3 No, they are very dedicated. 

CH/Person 3 No 

Question 19. Within your cultural context, how does your company (Swiss HQ/Kenyan subs.) deal with conflict and disagreement? 

CH/Person 2 

I approach people and address problems directly. Here, we do not involve 
our boss, but settle things directly with the people. It is important here to 
communicate openly, not to act one-sidedly but diplomatically. We in the 
Arab world describe it like this: in a relationship, you slowly build a string 
between two people and when one pulls on it, the other has to let it go a bit 
and vice versa. But if both pull on it at the same time, then it breaks and 
cannot be repaired. 

KEN/Person 1 

Either you directly go to this person or you involve HR and ask them to please 
talk with that person. Then all the involved persons are called together, every-
body explains what happened, we try to find the cause and the we come to a 
conclusion and offer a solution. 

CH/Person 3 

It is rather informal, hierarchical from top to bottom. Rather one-sided, 
coldly factual, determined. It's not that there are serious consequences, but 
the matter is then simply closed. If you have a personal relationship, you 
tend to look more for compromises, sit down together and talk things out. 
In our company, the most potential for conflict is rather at the intersections 

KEN/Person 2 

At the plant in Kenya whenever there is conflict the employees and the yearly 
elected employee committee usually come together and sit down. The two 
conflicting parties each will have each one team and then sit down, discuss and 
in the end resolve the issue. Depending on the magnitude of the issue we as a 
management team will also be involved. 
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between departments not within the teams - but people tend to avoid con-
flicts there and let them settle down. But that's not all negative, because 
when you work in a company where conflicts are always dealt with openly, 
that's not nice either. 

KEN/Person 3 

Depending on the problem. Most of time our HR department deals with per-
sonal related issues. If there is a problem with someone in a senior position 
then she would involve me. Then we are interested more in what exactly hap-
pened and why that happened. By just talking about the mistake you won't get 
people to change their behavior. Normally we have just issues that are due to 
miscommunication where people didn’t know that that was their responsibility 
and that something was expected from them. Then people realize, apologize 
and say that it would happen again. 

Question 20. Have you perceived that this is done the same way also in the *other* business entity (Swiss HQ/Kenyan subs.)? 

CH/Person 3 I have not seen so much here. 

Question 21. What do you see as different in the Kenyan versus Swiss management styles? (Could you please specify in which way)? 

CH/Person 2 I notice that you have to push and control people a little bit more down 
there. But it just needs a little more time to develop. 

KEN/Person 3 

The Kenyan management style is more of "old-school", more authoritarian. So, 
if I see someone from my management team managing their teams I see them 
giving very detailed orders whereas the Swiss management style is more about 
telling the people of what is the goal, how they are able to support you, the 
expectations and the timeline. And then they ask if you'd need more help or 
have further questions. 

CH/Person 3 

Kenya has a much stronger bureaucracy. It is also the case in Kenya that the authorities have a very high status, whereas here in Switzerland we are more at eye level. The 
importance of hierarchy is different - the difference between top management and ordinary employees; but that is just very flat in our company. Differences are of course 
also the external factors like the environmental (e.g., wild animals and pests), economical, and political influences - as soon as the president changes, it can again come to 
very strong unrest and have great consequences for the company and also the currency differences and thus difficulties that are associated with it for us. There are also 
differences in the importance of meeting deadlines, we Swiss are more attached to it. 

CH/Person 4 

There is also a different understanding of leadership. In our case, we tend to discuss and define the goal together and determine how we want to achieve it. We want people 
to take on their responsibility, their ownership. A certain insecurity can be sensed among the middle management down in Kenya; they ask more often whether they are 
really allowed to make decisions themselves. They are simply not used to the idea of being allowed to go their own way. I perceived the situation rather in such a way that 
in Kenya still a patriarchal system prevails, where there are always very clear and structured indications and exact defaults and also "orders" are made. We are now in the 
process of developing the entire process - so a direct comparison is not yet possible. We are still clarifying many matters and the people are still in the process of training, so 
it is still somewhat difficult. But that is also our ambition regarding leadership behavior, we do not want a patriarchal system, no matter if it is in Kenya, Uganda or Switzerland, 
that is something, that we are very much opposed to. That's why we put a lot of emphasis on the training of the people and also think that it will be successful in the long 
term.  
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Question 22. Do you think differences Kenyan and Swiss management style cause conflict or do they work harmoniously with each other? 

CH/Person 4 

Actually, I would say that we are quite harmonious with each other. There 
are rather few conflicts and I also think that this is very much related to the 
people. I am also astonished by the field workers, I see these people working 
really intensively. I would also say that really 90% of the people are totally 
motivated, totally committed and also have the will to do something good 
here. I feel the spirit there, that if employees are treated in a fair and friendly 
way, they will see their chances to advance personally. This willingness or 
understanding that when working in the field, depending on the weather, it 
is sometimes necessary to work longer hours. In this sense, I would say ab-
solutely compatible with us. They are more like us, in Kenya, in this region. 
This is perhaps also due to the great competitive pressure there (there are 
many agricultural industries in this region) - they simply know that they have 
to perform here and do so. 

KEN/Person 2 

*Question phrased differently because previous question not really answered 
asked for cultural compatibility; answer: * 
Do you actually think, based on the experiences you made so far, that Swiss 
and Kenyans are actually two compatible cultures? So, are they able to work 
together good despite the cultural differences? 
Yes, I think so. We as Kenyan do not despite someone because of culture, we 
intermingle with everybody we have no issues with culture. 

Section 4. Swiss vs. Kenyan business management (communication, problem-solving, expectations) 

Question 23. Since your company became a subsidiary (for KEN) / HQ (for CH) what has changed in the management style and how much do you think is culturally influenced? 

CH/Person 2 

There was not really a big influence on the entity in Switzerland because one 
person especially was hired to take care of the development of the site in 
Kenya, this person had no responsibilities/ activities at the Swiss entity. At 
that time, I and our CEO were very often there, this is different now. It still 
takes a while to get all the quality standards well integrated there. The com-
panies still have to grow together. 

KEN/Person 3 

I cannot say what has changed since the establishment because our site was 
not existing before establishment of the subsidiary. But what I can talk a bit 
about what happened from 2016 until now. I think in the early days quite a lot 
of the responsibilities were in the Swiss office, job rotations, work on the field. 
Of course, that was necessary because here we didn’t have the knowledge 
about the processes and these plants. Now we have a lot more responsibilities 
whereas before. So, we are getting more and more independent as a business 
rather than just being a little baby of the Swiss company. 

CH/Person 3 

Yes, I think that something has changed here. In the past, the entity in Switzerland was more of a plant trader and doing research, but now they do more research and far 
more cultivation. Secondly, the managing director of the entity in Switzerland now spends a lot of time down in Kenya, and they have an extra person who was hired just for 
that. I think the impact is more that the entity in Switzerland has now kind of more merged with the entity in Kenya - they are now doing much more plant cultivation than 
plant trading. It's a different mindset and size of the whole company now, at peak times we had over 400 employees down there. 
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Question 24 What is important in your country (cultural background) in order to develop a good working relationship with your colleagues within daily business in Kenya/Switzerland? 

CH/Person 1 

A personal relationship was built up relatively quickly and I think that this is 
because the general manager and the others are not Swiss, they simply ap-
proach matters differently in terms of how they deal with things, and I think 
that's something good because I have the feeling that Swiss people (and I'm 
not excluding myself) tend to keep their distance. 

KEN/Person 1 

To get to know a person and know what motivates that person. In Kenya also, 
the tribal affiliation is important. "You have to ask that in order to know how 
to approach this person. Different tribes have different cultures. So yes, this is 
really one of the first questions. 

CH/Person 2 Honesty, openness, communication and trust. Also, that you say right away if something doesn't work out. You also have to accept other opinions and not be stubborn, be 
open to new things. 

CH/Person 3 

Well, according to the theory, it is necessary to know a bit of private information. But when I think through my experiences, I have to say that it was not always decisive for 
me. And that is then also always quite different and person-related. There are simply also people who don't want that and to whom it is also unimportant. But I personally 
find it important, because it simply gives me a feeling for the overall image of a person. But when I think about my employees, there are very different types. With one I know 
pretty much everything, with the other I only know that he has a family. With another employee, on the other hand, I had a very close and trusting relationship with her, and 
yet to this day I don't know whether she is in a relationship at all and what her orientation is. We worked together very well, but I still don't know anything private. 

Question 25. Do you sometimes feel that you are not properly understood by the other (Swiss/Kenyan) business entity? 

CH/Person 1 

During discussion of question 31 an indirect answer to this question was pro-
vided: In the cooperation with the Kenyans, I have the feeling that everything 
is always clear during the meetings, but there have also been situations 
where 2 weeks later a different result than expected comes from the other. 
However, I have also experienced this in the same form in cooperation with 
Swiss, so I cannot speak here of any peculiarity of the Kenyans. 

KEN/Person 1 
Sometimes yes – you can feel that you are not understood, then I try to explain 
better, maybe write down in email to make it easier for them to understand. 

KEN/Person 2 I'd say no. 

Question 26. If you are communicating with the *others*, is there something you change in your behavior or communication strategy/style in order to make yourself understood better 
or get what you want/or need from them? 

CH/Person 1 I don't think I do anything different, than speaking in another language KEN/Person 1 
I get slower, and I think they understands. Most of time I then do the e-mail 
because it is easier 

CH/Person 2 He provides presentations instructions in written forms KEN/Person 3 No 

Question 27. What is the most difficult issue you have to deal with when communicating or working together with your counterpart from the Swiss HQ/Kenyan subs.? 

CH/Person 2 

What is difficult for me in the collaboration is, on the one hand, a certain 
understanding and sense of duty in terms of realizing, that plants don't have 
a weekend and that you also have to go into the greenhouse at the weekend 
and water the plants. Furthermore, there is still a lack of expertise and at-
tention to detail. I would also like to see a bit more proactive feedback. 

KEN/Person 1 

For now, I haven't really seen a part that was difficult. Maybe there is a lan-
guage barrier, but I wouldn't say this is difficult for me. Because we both un-
derstand English and they make good decisions. Being a foreign company that 
has built itself in Kenya they have a better way of thinking than the other com-
panies I have already worked for. So, I don't see any difficulties. 
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CH/Person 3 

The most difficult thing is just as usual, to learn how to understand the other 
person and to build up trust. You get to know someone, have his expecta-
tions and develop an idea, but how the person really is, you often learn much 
later. And sometimes you are miles off the mark. This "getting used to each 
other" and the difficulty due to this distance (everything runs via e-mail), 
simply to develop a feeling for the other is very difficult for me.  

KEN/Person 2 
There was this problem when sending a container from CH to Ken and there 
were the wrong consignments. Then we shipped the wrong quantity. That's 
something you don't want the company to lose unnecessary money. 

CH/Person 4 

On the one hand, the know-how is still a bit incomplete; the transfer of 
knowledge is simply not yet finished. On the other hand, especially at the 
beginning, but this has improved considerably in the meantime, was that the 
young people overestimated themselves and often only communicated the 
positive. Because these are proud young people, they sometimes have a bit 
of trouble delivering bad news. That was in fact the biggest problem we had 
in the past, and sometimes we were also very negatively surprised. I just 
don't like surprises, whether positive or negative. If we do it as a team and 
everyone is always informed about good and bad things, then we can decide 
on measures together and one is not lost, alone, and has to bear all the re-
sponsibility. If a call for help is needed, it has to be loud and clear and that is 
not always the case. It starts with self-management, i.e. how you manage 
your own time. At the moment, a lot of things are still very hectic and poorly 
planned. 

KEN/Person 3 

Language barrier is not a problem, but being so far away and only communica-
tion by text. Although we are trying to communicate as much as possible its 
difficult being on a completely different continent and not just at a next-door 
office we you can go there and just ask. We are working with just photos and 
videos but sometimes you just need some time on the ground. I mean *zoom 
is great but it's nothing being in the same room and solving a problem together.  
So, the distance and not being together is difficult. If you are trying to explain 
something via email in a language that is not your mother tongue is hard. 

Question 28. Have you ever experienced a case where the communication with the *other* company did not work out that well due to different understanding (probably because of a 
different cultural background), a task or project was delayed? If yes, what have you noted for yourself to improve/change in order to avoid another recurrence of that case in the 
future? 

CH/Person 1 No, not really KEN/Person 1 
Not asked because in previous questions he said, that he didn’t have any prob-
lems yet 

CH/Person 2 
Not directly asked, as already answered in other questions (there were cases 
of lack of understandings and then presentations and written instructions 
were created) 

KEN/Person 2 

Yes, there was one two months ago. We bought some crops in Poland and an-
other consignment were from CH. There was a mistake and there was a mix-up 
and then we couldn't say which plants were from which countries. So, we are 
not able to say then which plant is growing better. With better communication 
but mostly better labelling that case could have been prevented. 
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Question 29. What does it require for you to build up trust within a business relationship? 

CH/Person 1 

What it takes to build trust, well first it requires trust in advance. You give 
people the benefit of the doubt and then they can prove themselves. But you 
can't constantly control a person and have the feeling that you trust him, 
because that's a self-fulfilling prophecy. You don't give them the space to 
prove themselves. So there needs to be a long leash. You can build up trust 
by giving away a task, but not just delegating it away or holding hands all the 
time, but really leaving room for maneuver, not giving everything down to 
the last detail and discussing it openly afterwards. Otherwise, it just takes 
time and results - every interaction strengthens you in being able to better 
assess the person (and their work) and so a picture gradually emerges. Prob-
ably, however, this process is completed relatively quickly - trust takes time, 
but probably it's safe to say that after about half a year you can already esti-
mate a person really well. 

KEN/Person 1 
Most of the time what we do for them to gain trust in us, is informing them 
what we do. Then they gain the trust in what we are doing. 

CH/Person 2 

Open communication, finding solutions, willingness to accept other opin-
ions, openness to try new things and willingness to learn from each other. 
Furthermore, discussed things should be implemented and feedback/re-
sponses should be given quickly. 

KEN/Person 2 

In a business context I'd like to know how a person is and how it reacts. My 
mood is not always consistent like the mood from other people is not always 
consistent. So, if you are able to interpret all the moods from every person then 
you'd know how to approach this person and talk to accordingly. 

CH/Person 3 

I think it takes time to connect with each other - I think it's like in a partner-
ship. You get to know the other person, you know how to interpret him and 
with time you only need to look at the other person and then you already 
know what he wants, thinks and how he feels. The joint work, the output 
that comes out of it, giving each other feedback and then observing what is 
made of it and remain capable of learning. 

KEN/Person 3 

Communication and transparency. I keep them updated about what I am doing 
here and of course they pass all the information the other way, what the cus-
tomers are saying what is the quality and what is the outlook. I think that is a 
constant flow of information back and forth. So, we developed quite a lot to 
two companies working together. 

Question 30. What do you think needs to be done both from the HQ in Switzerland or and the Kenyan subsidiary in order to enable you to do your job well/better? 

CH/Person 1 

This question was not directly asked after question 31 was answered in such 
detail. Therefore, an indirect answer to this question: The general conditions 
and the infrastructure are making it difficult and one simply has to have pa-
tience. A task that is easy here is not so easy there because of difficult cir-
cumstances, but I don't think that has anything to do with cultural differ-
ences. However, this knowledge, awareness, openness and flexibility will 
also help to maintain "team peace" in the long term. You have to be satisfied 

KEN/Person 1 

What you could do to improve the relationship in our management team, is 
being involving all the teams in all the plans. Also incorporate a bit more struc-
ture in planning. Regarding the daily work, I think listening when somebody has 
a suggestion for improvement also helps. For now, it is ok. If I don't have 
enough information I would ask for it. That's what we do. If I need something 
from my boss then I would ask him directly, if I need something from my Swiss 
contact then I will write him an e-mail. Whenever something happens. 
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with the general conditions that are simply given. Through this knowledge, 
the awareness of the general conditions, one is already a big step forward in 
mutual understanding. Stay open, stay flexible, learn, break your precon-
ceived image and your prejudices again and again. 

CH/Person 2 

Better cooperation, not overburdening people, better knowledge transfer - 
i.e. to train people better, to establish an "attention to detail", to learn from 
each other. It would also be important to implement things as previously 
discussed. That is important in order to be able to rely on each other. 

KEN/Person 2 

I would say to improve small issues for example office equipment. Referring to 
the matter of communication, this could also be improved gradually with eve-
rybody involved. So, if you categorize it and every person at the Kenyan and 
the Swiss site and also the site in Uganda the level of concentration, level of 
under-standing level of interpretation would be totally different in each and 
every person. So, I'd rather like to see people interacting more and more so I 
can see how people are. How the react to things and can understand them. 

CH/Person 4 

That is a simple question. Team building and the development of the team is 
our top priority. We have to build the team in Switzerland, where people 
take responsibility and also successfully implement the daily business, and 
the same is also the case for the team in Kenya. We need to find the right 
people and train them. We have to get away from this hectic pace and ac-
tionism. There are several decisions to be made every day, and that is cer-
tainly part of the process, but we need to focus on establishing more struc-
ture and slowing down a bit. Processes must therefore be clearly defined, 
and they must be stable and reproducible, because that simplifies life and 
together with development and the perception of responsibilities, brings 
more serenity. I also have to admit that I don't want to carry on at this speed 
for another 10 years. 

KEN/Person 3 

To directly communicate with each other and not always ask me in advance or 
to include me. But if somebody prepares data which I plan to also send to our 
Director for example I quite like to check it first because currently there is very 
often a mistake. 
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Question 31. What do you think your Swiss/Kenyan counterpart could or should change/improve in order to make it easier for you to understand their demands/requirements? 

CH/Person 1 

Regardless of cultural differences or even in private or business life, it is 
simply important here to listen to each other and try to understand your 
counterpart instead of just shoving your own opinion and also thinking things 
over. If everyone did that, you would generally understand each other bet-
ter. In the cooperation with the Kenyans, I have the feeling that during the 
meetings everything is always clear, but there have also been situations 
where then 2 weeks later a different result than expected comes from the 
other. However, I have already experienced this in the same form in the co-
operation with Swiss, so he cannot speak here of any peculiarity of the Ken-
yans. So, the answer to make it easier: simply say during the meeting: "Stop 
I didn't understand, please go back to the beginning, I don't know what you 
need that for". Here now I think that’s not a cultural thing, but more a per-
sonal. Within several teams there are then just the different types, which 
one finds again and again. 

KEN/Person 1 

What could be done in order to further develop the working relationship is to 
more involve the people in the decision-making process. So, if we see a deci-
sion is made and you raise you concern, I think you should be heard. Cause 
other times you see that your opinion is overrun sometimes. Those are the 
things that make a working relationship better. Because if you raise an opinion 
and if it is not heard then you feel it is not right. I think we can improve in 
decision making. If a decision is made again and someone has an opinion that 
is contrary to the decision, I think they should listen to it. 

CH/Person 2 

When I plan something, I always try to do everything so that they understand 
it. But then somehow nothing ever comes from them about whether they 
don't understand something or need something else. For me it would be 
good if they would tell me right away if they don't like something or they 
need something else. That would be helpful. 

KEN/Person 2 I think I understand their expectations, if not, I will ask 

CH/Person 4 

I think the mutual requirements and demands are currently not so clear. On 
the one hand, the Kenyans do not yet have the same understanding of the 
requirements and demands of our customers. We are working daily to in-
crease transparency. On the other hand, I think we understand the require-
ments that the Kenyans have for us quite well. There are also opportunities 
here to increase this mutual understanding. For example, we can bring key 
people from Kenya to Switzerland for a certain period of time, so that they 
can develop an understanding of the reasons behind some of the demands. 
On the other hand, we also have the approach that we send experts down. 

KEN/Person 3 I think we actually understand what they need. 
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Question 32. In your opinion, do you think your colleagues from *the other* company are fully aware of the expectations you have of them? 

CH/Person 1 

I think I already have an idea of what to expect from Kenya, so not all the 
subtleties are already known (and sometimes difficult), but the basic frame-
work is clear. These subtleties are not necessarily culturally conditioned but 
rather fundamental. But whether I always communicate all my expectations 
to the others properly understandable, I cannot say. 

KEN/Person 1 
Not asked directly because interviewee already stated that he receives all the 
instructions of the Swiss management 

CH/Person 2 

Not always, the willingness is there but you also have to guide them well. I 
often have to push them to do something and I always have to ask. They 
don't come on their own. So, I think they don't understand what I expect 
from them. You know with me it's like this: A new plant is always the focus 
or if there's a problem, you put the focus on it. And unfortunately, that's 
what I miss in Kenya. For me, my work is my hobby, I love it and I expect the 
same from others, which is probably too much. 

KEN/Person 2 Yes, I think so. If we need something from them we can directly approach them 
and ask for it. 

CH/Person 3 

I believe that the General Manager of the site in Kenya and the Swiss Director 
of the whole company have exchanged this exactly in their very intensive 
collaboration. This is not as strongly expressed in me and my counterpart, 
but we have also developed a feeling for each other.  

KEN/Person 3 

No, of course they are aware of what I expect of them but not fully aware in 
terms of the details. By the way that’s not their fault, that’s just because I need 
more time to spend with my team. But I do feel that a lot of the information to 
and from Switzerland comes to me. What I am trying to improve is having sort 
of a more directly communication without standing in between. We are work-
ing on that and the things are growing and that is get-ting better. I will develop 
my team more in that and involving them more and giving them responsibility 
of also communicate to the Swiss office. 

CH/Person 4 

Yes, I really believe that. Now after these 5 years of such intensive collaboration, I do believe that they understand what I am expecting. I am not a control freak and I have 
very high expectations for self-management. Because I lead very much on a long leash, but not very much control, it is my expectation that I will simply be informed whenever 
a problem arises. We have already come a long way in this regard; it was quite different at the beginning. We had very little information for weeks and at the moment I find 
that it's going really well, so I don't think it could be any better. So yes, I think I am a very demanding person in that sense, because I expect ownership and to " switch on the 
brain, be proactive and take the initiative" and that people approach me with suggestions. At the moment, it's still me who makes the suggestions, who pushes and who 
comes up with ideas. Actually, I' d prefer it to be the other way around and that I am the one who is challenged from their side. But that's a flowing process, it doesn't happen 
overnight. To come back to your question, yes, I think the expectation is very clear, it is just not yet so 100% implemented. Everything still needs its time. 
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