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1. Cover letter 

I selected Business Horizons as the journal for the publication of my article. Business 

Horizons is a Scopus indexed journal and according to the Academic Journal Guide 

has a 2-star rating, in the subject area of ‘General & Strategy’. As a practice-

orientated journal that is grounded in academics, I saw Business Horizons as an 

appropriate choice. The style of writing sought by Business Horizons, which should 

be readable and non-technical, is well suited to the qualitative phenomenological 

research I conducted. The manuscript prepared for submission is consistent with the 

guidelines as stipulated in the ‘Guide for Authors’ (Elsevier, 2020)   

The focus of articles published in Business Horizons should be an “emphasis on 

identifying important business issues, problems, or opportunities and recommending 

means to address these.” (Fisher, 2020, p. 01) My research is focused on an explicit 

business phenomenon and through interpretation of the findings, I have been able to 

offer a framework with practical solutions for improvement in practice. Both these 

attributes are important according to the editor-in-chief for Business Horizons 

(Fisher, 2020). Should Business Horizons publish my article, it would allow my 

research findings in an emergent market context to be accessible to a broad 

audience of global executives. 

2. Chapter 2: Literature review 

2.1. Introduction 

“Global organizations are inherently complex” (Schotter, Mudambi, Doz, & Gaur, 

2017, p. 01). Managers in these dynamic environments often grapple with the issues 

of balancing opposing perspectives, whilst coping with frequent flux and dealing with 

unfamiliar situations, all with a high level of ambiguity (Bird & Mendenhall, 2016; 

Reiche, Bird, Mendenhall, & Osland, 2017; Tippmann, Sharkey Scott, & Parker, 

2017). Michailova, Mustaffa, & Barner-Rasmussen (2016) observed that recently, 

multinational corporations (MNCs) have been perceived as less desirable employers, 

largely because employees in these organisations experience challenges in 

managing the mutually conflicting responsibilities of corporate headquarters and 

local stakeholders. Coupled with this, Schotter and Beamish (2011) have previously 

noted that the scale and complication that exists in the role fulfilled by the individual 

manager in this MNC context, specifically at the level of intra-organisational conflict 

management and adaptation which is required, is not sufficiently appreciated. 



6 
 

As identified by Bird and Mendenhall (2016) and Nelson (2018), the just 25-year-old, 

presently unfolding field of global leadership, where expatriate or domestic managers 

may be called on to lead anyone, anywhere, at any time as part of global projects or 

operations, with a heavy emphasis on boundary spanning behaviours, is a 

phenomenon rich with context that has not been fully explored. To add to this 

perspective, it has also been noted that the varying contexts of global leadership and 

comparative studies of traditional leadership theories across opposing cultures are 

not entirely representative of the differences in leadership effectiveness observed 

and require further consideration (Bird & Mendenhall, 2016; Oc, 2018; Reiche et al., 

2017). This may in part be since the role of culture as a contingency factor on 

leadership effectiveness and theorising about working and social relationships has 

been inadvertently over-explored, whilst other contextual factors that influence the 

ability to lead have not been fully elucidated in the literature (Bird & Mendenhall, 

2016; Oc, 2018). Schotter et al. (2017) specifically highlighted that the dynamic and 

fast-paced emerging markets are particularly underrepresented in the available 

literature on boundary spanning and global leadership, and there is a gap to 

contribute to the body of knowledge in these fields. 

There exists a need to develop further insights into the boundary spanning role and 

behaviours of the individual manager as leader in a global context, to better match 

the characteristics and skill requirements of potential incumbents with the reality of 

the complexity experienced within and outside the organisation along socio-cultural 

and geographic lines, amongst others (Reiche et al., 2017; Schotter et al., 2017). 

According to Michailova et al. (2016), there have been repeated calls for microlevel 

analysis of subsidiary phenomena in an MNC context. Whilst, Reiche et al. (2017) 

recommended that the extent to which managers can influence different followers 

given the unique contextual demands of task and relationship they face in their roles 

as boundary spanners in MNCs is an area ripe for further exploration. 

These current and relevant considerations, together with a rapidly changing and 

attractive emerging markets landscape, converge to present a gap in the literature 

that needs to be addressed (Bird & Mendenhall, 2016; Michailova et al., 2016; 

Nelson, 2018; Oc, 2018; Reiche et al., 2017; Schotter et al., 2017). This research will 

contribute theoretically to the body of knowledge about boundary spanning and 

global leadership, in the specific context of MNC subsidiaries operating in emerging 

markets. The aim of this research is to explore the extent to which the contextual 
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demands of task and relationship experienced by domestic managers fulfilling 

boundary spanning roles, influence their leadership effectiveness.  

2.2. Multinational corporations landscape 

Multinational corporations particularly encounter challenges in identifying, appointing 

and maintaining the organisational commitment and retention of their subsidiary 

managers (Michailova et al., 2016). Individuals in these roles often find that they are 

overwhelmed with concurrent conflicting responsibilities towards corporate 

headquarters, peers, suppliers, customers and even with the country they are 

operating in and this may lead to immense personal distress, and even poor 

organisational outcomes (Michailova et al., 2016). The global dimension plays an 

important role in the MNC and executives in these positions find that they need to 

pay careful attention to their own finite capacity to give equal attentiveness to all 

required business interventions (Birkinshaw, Ambos, & Bouquet, 2017). 

Schotter and Beamish (2011) highlighted that the increasing complexity of intra-

organisational demands is a generally accepted point of conflict between MNC 

headquarters and their foreign subsidiaries. Added to this perspective, Worley and 

Mohrman (2014) observed that managers are bombarded with global changes which 

are complex, move fast, occur simultaneously and intercept with technology, and 

their ability to stay abreast has not kept pace with the environment they find 

themselves situated in. Thus, there coexists with intra-organisational complexity, a 

global business landscape which itself offers a rising rate of complexity, associated 

with increased volatility, uncertainty and interconnectedness that remains one of the 

biggest challenges facing all organisational leaders in the world today (Uhl-Bien & 

Arena, 2017). 

The speed at which complexity is increasing may overwhelm many traditional 

managers attempting to use foundational management practices that prove not to be 

sufficiently adaptable for the fast-changing and chaotic, market-driven environments 

they wish to control (Uhl-Bien & Arena, 2017). The healthcare arena is no exception, 

with complexity in this sector ramping up and increasing levels of uncertainty as to 

where things will end (Uhl-Bien & Arena, 2017). Technology, volatile regulatory 

environments and dynamic patient relationships, including pay structures, are just 

some of the more specific challenges executives in this landscape are grappling to 

come to terms with, in addition to the more general business phenomena (Uhl-Bien 

& Arena, 2017). 
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Importantly, Bird and Mendenhall (2016) pointed out that Hofstede’s’ (1984) Culture’s 

Consequences publication may have inadvertently resulted in an overemphasis on 

culture as the most relevant contextual variable in effective global leadership, and 

that other contingencies in multinational management practices have not been 

sufficiently explored in this field. A similar observation about the ongoing emphasis 

on the context of culture, in the field of leadership studies, was made by Oc (2018). 

According to Oc (2018), omnibus (i.e. national cultures, institutions or markets, 

organisations) and discrete (i.e. task, social, physical, temporal) contextual factors 

all influence the practice of leadership and its resultant outcomes and should be more 

deeply considered in future leadership studies. A view, which was further explored 

in the global leadership typology work of Reiche et al. (2017), that forms a 

foundational pillar of this research proposal. 

When considering the contextual factors which influence the practice of leadership 

in MNCs, it is of interest to note that Dickson, Castaño, Magomaeva, and Den Hartog 

(2012) observed that much of the theoretical work to date, looking primarily through 

the lens of new-age leadership theories (i.e. charismatic and transformational 

leadership), has not considered the effect of other contingent factors. The authors 

went on to reflect that many of the advantageous traits observed in these leadership 

styles are simply inherent and similar across many cultures, and not necessarily 

indicative of actual leadership effectiveness (Dickson et al., 2012).  

Reiche et al. (2017) and Schotter et al. (2017) expounded on this position and 

identified a theoretical gap in the literature on the specifics of the boundary spanning 

behaviours of the individual as a manager or leader, in a global context. Whilst 

simultaneously, Schotter et al. (2017) emphasised the lack of information pertaining 

to emerging markets in these contexts. These views were all supported by Reiche et 

al. (2017) and Nelson (2018) that respectively highlighted that insufficient attention 

had been given to the contextual demands of global roles in MNCs, as related to task 

and relationship complexities faced by the individual as a manager in a boundary 

spanning role. Finally, adding to all these perspectives, Uhl-Bien and Arena (2017) 

also brought to the foreground the relevance of complexity in the healthcare sector 

and how the chosen management approach may, in fact, lead to the success or 

failure of an organisation. 

The combination of these recent findings highlight not only a theoretical need for 

further research but also an urgency for business to understand the implications on 
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individuals appointed to these challenging roles in emerging market subsidiaries of 

MNCs. By illuminating the reality of the complexity experienced by employees in 

boundary spanning leadership roles and grasping the unique contextual environment 

they face within and outside the organisation, MNC employers may be able to better 

match the characteristics and skill requirements of potential incumbents to these 

roles. In so doing, there exists the potential to reduce the risk of failure and attrition 

which are inherent in these challenging placements (Reiche et al., 2017). As aptly 

pointed out by Nelson (2018), ultimately it will be the lack of necessary global 

leadership skills that are likely to continue to threaten corporate performance and 

business growth into the future, and these need to be better understood to change 

outcomes favourably for subsidiaries of MNCs in high growth potential emergent 

markets. 

Thus, there exists a dual requirement. To explore the contextual environment of task 

and relationship as related to fulfilling the simultaneous roles of global boundary 

spanner and domestic manager, to gain deeper insights into the complexity 

experienced by the individual in this position (Reiche et al., 2017). Also, to determine 

whether the impact of these demands on a personal level can influence an 

individual’s ability to lead an organisation effectively (Reiche et al., 2017).  

The purpose of this research is to better understand the influences of task and 

relationship complexity on the effective leadership of boundary spanning managers, 

in a global business context. To delve deeper into the theoretical context of these 

constructs current literature will be reflected on. Firstly, at a macrolevel, the influence 

of organisational structure on leadership effectiveness will be considered. Secondly, 

at a mesolevel of analysis consideration will be given to developments in the fields 

of global leadership and boundary spanning to date. Thirdly, the relevant contingent 

considerations of task and relationship complexity will be elucidated at the microlevel 

of the lived experiences and perceptions of the individual domestic manager, 

operating as a boundary spanner leader in a global context. 

2.3. Organisational structure 

Decisions relating to the organisational structure within MNCs create the overarching 

omnibus contextual environment in which individuals are expected to operate as 

managers or leaders of local subsidiaries (Oc, 2018). According to Cummings and 

Worley (2015a), “Organization structure describes how the overall work of the 

organization is divided into subunits and how these subunits are coordinated for task 
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completion” (p. 339). A more recent and academic contingency perspective 

framework (Figure 1) will be used as a basis for considering the impact of 

organisational structure on individual leadership effectiveness (Cummings & Worley, 

2015a). According to this theory, organisational structures should be designed to fit 

at least four relevant factors (i.e. environment, organisation size, organisation 

strategy and technology) and organisational effectiveness is dependent on the 

structure being responsive to all these considerations (Cummings & Worley, 2015a). 

 

Figure 1: Contingencies influencing structural choices. Source: Cummings, T., & 

Worley, C. G. (2015a). Chapter 12, Restructuring Organizations. In Organizational 

Development and Change (pp. 339-374). San Francisco: Cengage Learning. 

Organisational design. 

Johns (2006) found that organisational characteristics provide the context for its 

individual members and may serve more than just to simply interact with personal 

variables but could in fact cause a primary effect. Yet, only more recently has the 

effect of context and situational factors, in general, on leadership behaviour and 

outcomes been attended to in the literature (Porter & McLaughlin, 2006). Most 

critically for this research, Porter and McLaughlin (2006) point out that leadership 

action can be influenced by or exert influence on organisational context. 

However, the contingency perspective on structural choice and the ambivalence of 

current best practice in organisational design towards the group or individual level of 

operations is apparent in its absence (Cummings & Worley, 2015a). This is a 

sentiment which was also raised by Porter and McLaughlin’s (2006) observation that 

at the individual level of analysis, organisations and their inherent structures have 



11 
 

not historically been given sufficient attention as relevant contexts affecting the 

behaviour that occurs in them. 

Furthermore, according to Lord, Day, Zaccaro, Avolio, and Eagly (2017) the 

individual as leader may no longer be at the center of considerations around 

leadership in organisations, where the focus is shifting more towards relationships in 

increasingly decentralised social systems from which independent social 

conventions, group structures and objectives are emerging spontaneously.  

In practice, the leadership effectiveness of a domestic manager that is expected to 

fulfil the dual roles of a boundary spanning global team member, as well as a leader 

in a local context may inadvertently be influenced by the chosen, more static non-

responsive, structural design imposed by the organisation, whilst actually operating 

in a more spontaneously emerging work landscape. All of which has the potential to 

affect the incumbent personally and impact leadership effectiveness, and ultimately 

organisational performance. 

2.3.1. Components of organisational context 

Porter and McLaughlin (2006) go on to provide a comprehensive list of examples of 

elements of components of organisational context (Table 1). These components and 

elements can be related back to the organisation structural design, which may 

independently inform and impact each of these in a unique way. Of relevance to this 

research will be examples of elements that tie in with the constructs of task and 

relationship complexity, which are being explored as facets that have an influence 

on the individual leadership effectiveness of managers that fulfil boundary spanning 

roles within a global context.  

A premise is that the components of organisational context, ‘Processes’ and 

‘Structure’ are considered most likely to have an influence on the task complexity of 

the roles fulfilled by the local manager, as they relate directly to how an incumbent 

would be enabled to fulfil a specific function. It is speculated that all the major 

components of organisational context cited have the potential to directly impact on 

the relationships the local manager can maintain, as they dictate the normative 

environment under which the individual engages with corporate headquarters, peers, 

suppliers, customers and even within the broader industry and markets they operate 

in. 
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Table 1: Major components of organisational context: examples of element 

components (Porter & McLaughlin, 2006). 

Component Examples of elements 

Culture/climate ● Types of culture (e.g. bureaucratic, adaptive) 

● Norms that reflect the culture 

● Cultural emphasis on ethics 

Goals/purposes ● Goals, strategies, and missions of individuals, groups 

and organisational units 

People/composition ● Demographic variability within the organisation 

● Capabilities of individuals and groups 

Processes ● Type(s) of technologies in use 

● Task factors (e.g. differentiation, complexity, ambiguity) 

● Mode of governance 

● Degree of standardisation of processes within the 

organisation 

● Policies (e.g. HRM policies) 

State/condition ● Stability or crisis 

● Availability of resources 

● Organisational health (e.g. financial, reputational)  

Structure ● Size, shape, and type of organisation 

● Degree of formalisation and centralisation 

● Hierarchical levels of individuals and groups under 

consideration 

● Spatial distances between individuals/groups 

Time ● Duration of leadership effects 

● Organisational life cycle stage effects 

● CEO/TMT succession history 

 

Source: Porter, L. W., & McLaughlin, G. B. (2006). Leadership and the organizational 

context: like the weather? The Leadership Quarterly, 17(6), 559-576.  

2.3.1.1. Culture/climate 

Organisational culture not only describes the environment in which people work, but 

also how they think, act and experience that work (Warrick, 2017). According to 

Warrick (2017), effective leadership can be influenced by decisions which do not 

carefully consider the cultural impact they have. 
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2.3.1.2. Goals/purpose 

Porter and McLaughlin (2006) noted that goals and purposes as an organisational 

context component and at the individual level of analysis, in relation to effective 

leadership has not been given much attention in empirical research. This is 

interesting to note as leadership is considered a cornerstone to the purpose of 

achieving a common goal (Oc, 2018).  

2.3.1.3. People/composition 

Whilst heterogenicity in organisations has been found to lead to increased creativity 

and innovation (Mumford, Marks, Connelly, Zaccaro, & Reiter-Palmon, 2000), MNCs 

face unique challenges in staffing subsidiaries with a mix of parent country nationals, 

host country nationals and third-country nationals that may experience conflicting 

allegiances (Michailova et al., 2016). Such allegiance patterns may in turn underpin 

MNC staffing strategies and at an individual level, employee capabilities to interact 

effectively (Michailova et al., 2016).   

2.3.1.4. Processes 

According to Andersson, Dasí, Mudambi, and Pedersen (2016), it is the intangible 

ideas owned by international businesses which are often most central to their value 

propositions and ownership of these often explain the existence of MNCs. This 

concept is supported by Tippman et al. (2017) who highlight the critical nature of 

knowledge transformation across country units in MNCs. Thus, MNCs rely heavily 

on connectivity between individual actors to ensure that individual-based personal 

relationships, as well as organisation-based pipelines, can be maintained within and 

across different locations to maintain such important intellectual property (Andersson 

et al., 2016).  

2.3.1.5. State/condition 

Several empirical and conceptual articles have highlighted the importance of the 

state of the organisation on the manifestation of leadership effectiveness (Porter & 

McLaughlin, 2006). Under different conditions of operation, namely being in a state 

of crisis versus stability or being under- or over-resourced, different types of 

leadership styles emerge and may be more or less effective in response to the 

peculiar circumstances encountered (Porter & McLaughlin, 2006). 
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2.3.1.6. Structure 

Recently, Lord et al. (2017) noted that transformative changes that were taking place 

in organisations would necessitate not only reimagining of how to structure the way 

people work and act, but also adaptation of leadership models in response to these 

dynamic organisational shifts. This is reflected in practice, where it is not clear at all 

whether the impact of organisational structure on an individual's ability to optimally 

function and effectively lead is considered in any depth. 

2.3.1.7. Time 

Time may have an impact on leadership effectiveness as new managers must first 

acquire base ideas, learn what is expected of them and then apply these concepts 

in specific settings (Mumford et al., 2000). To develop further expertise increasingly 

complex scenarios for independent problem-solving and application of concepts are 

needed, together with learning to rapidly integrate information from multiple sources 

(Mumford et al., 2000). Thus, it appears that effective leaders require time to develop 

the necessary capabilities and high turnover at a management level may decrease 

the effectiveness of leadership in organisations.  

This research aims to elucidate the organisational design structures of the foreign 

subsidiaries of MNCs in the pharmaceutical and medical device healthcare sector 

and ascertain whether any of the major components of organisational context exert 

any broader influence on the leadership effectiveness of the domestic manager. 

Porter and McLaughlin’s (2006) major components of organisational context will be 

utilised to categorise and analyse participant feedback on organisational structure 

and design. 

2.4. Global leadership 

2.4.1. Leadership and the relevance of context 

Leadership can be defined as “an influencing process – along with its resultant 

outcomes – that takes place between leaders and followers to achieve a common or 

shared goal” (Oc, 2018, p. 220). Importantly Oc (2018) draws attention to the fact 

that the context in which the influencing process of leadership occurs appears to be 

one of the major defining factors of leadership and that considerations relating to 

leaders cannot take place in a vacuum. However, researchers have pointed out that 

with an increased focus on the development of new-age leadership theories (i.e. 

transformational and charismatic leadership), consideration of the contextual factors 
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in conceptual and empirical articles on leadership has waned (Oc, 2018; Porter, & 

McLaughlin, 2006).  

In harmony with Oc’s (2018) definition of leadership, through the lens of Reiche et 

al. (2017), global leadership is described as a process and the actions an individual 

employ to influence a broad group of internal and external parties across many 

national cultures and jurisdictions. Reiche et al. (2017) go on to astutely point out 

that there is currently no agreed-upon conceptualisation of the multiple facets of 

global leadership and meaningful conclusions cannot yet be drawn, asserting that 

the field will remain fragmented and immature until these are further explored. This 

perspective warrants the current proposed phenomenological research into the lived 

experiences of the individual manager, which will build on the context of task and 

relationship complexity of the boundary spanning leader operating in a global 

context. 

2.4.2. The changing nature of teams 

Flatter work structures and complex cross-functional tasks have become the norm in 

the modern organisation (Liu, Jiang, Chen, Pan, & Lin, 2018), whilst teams are 

establishing themselves as a common form of work organisation that are typically 

expected to manage challenging projects in constrained timeframes (Maruping, 

Venkatesh, Thatcher, & Patel, 2015). The very nature of the value-creating attributes 

of teamwork dictates the expectation that multiple tasks can be executed 

simultaneously, sequentially or reciprocally and within extraordinarily tight deadlines 

(Maruping et al., 2015). In line with this thinking, it is apparent that global teams, 

located across time and space, are becoming normative practices in modern 

organisations and individuals are expected to work or manage over many unknown 

and often changing boundaries without sufficient guidance on how to do so (Butler, 

Minbaeva, Mäkelä, Maloney, Nardon, Paunova, and Zimmermann, 2018; Liu et al., 

2018).  

These types of modern working arrangements bring with them not only the 

expectations associated with regular teams of high-demand, high-functioning 

environments but also the complexity of a global landscape and division across 

socio-cultural, geographic and spatial-temporal lines which are inextricably linked 

despite all the unknowns that exist between them. It is not yet clear what effective 

leadership practices might look like in these new complex global team working 

arrangements and whether the trade-offs that need to be managed in these situations 
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result in improved business outcomes and organisational performance (Butler et al., 

2018). 

2.4.3. Mutually conflicting responsibilities 

As most domestic MNC subsidiary managers not only have critical local managerial 

and leadership functions to fulfil but in addition, global requirements and expectations 

related to boundary spanning activities that need to be met, which often entail 

mutually conflicting responsibilities toward a myriad of stakeholders or paradox, there 

may be an associated personal impact experienced by the individual that inhibits the 

ability to effectively lead (Michailova et al., 2016; Nelson, 2018). The personal 

distress that may arise due to multiple allegiances and attempting to be loyal to all 

parties could negatively impact organisational outcomes (Michailova et al., 2016). It 

is the effect on the leadership effectiveness of a manager in a boundary spanning 

role which needs to be further explored in this research, to determine whether such 

individuals are equipped to effectively influence followers at a domestic level to 

achieve organisational success. 

Chiu, Balkundi, and Weinberg (2017) elude to the fact that prototypical essential 

leadership qualities (i.e. charisma, dynamism, dedication, intelligence, extroversion, 

position in a social network, etc.) are more subjective in nature and that to develop a 

positive leader-follower dynamic, increased face-to-face time between individual is 

of the essence. Through frequent engagements with their staff, managers can 

demonstrate the traits considered to be associated with leadership (Chiu et al., 

2017). The first-hand experience of a manager’s expertise and overall competence 

lead to favourable views of a manager and social inclusion by the group. This is 

typically an iterative process, whereby as followers feel increasingly comfortable and 

confident to approach a manager for task-related support and the manager can 

demonstrate ongoing value to the group, the manager is increasingly regarded as a 

leader. In instances where a manager is unable to develop the necessary leadership 

traits, from the perspective of the demarcated followers, the likelihood of goal 

attainment is substantially diminished, and personal performance measures will 

become affected negatively. Ultimately causing poor performance outcomes for the 

group and the manager, thus undermining the overall organisational objectives (Chiu 

et al., 2017). 

Specifically, for managers operating as team members in a complex global 

environment whilst simultaneously fulfilling a local managerial role, decreased staff 
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interactions and face-to-face time may inadvertently lead to unintended negative 

associations and social exclusions, including avoidance of the manager and a 

notable reluctance to request support on critical tasks. Detrimental outcomes are 

then increasingly likely to occur and in the eyes of the followers, these are then 

attributed to a failure of leadership, which may result in disrespect toward and 

devaluing of the manager by the subsidiary organisation (Chiu et al., 2017).  

The task and relationship complexity of the dual roles fulfilled by the manager may 

contribute not only to manager availability to demonstrate the necessary leadership 

traits but also influence perceived inability to effectively lead the local organisation. 

Paradoxically, this may in turn be exacerbated by the fact that group cannot observe 

the effective boundary spanning activities the manager is in fact engaged in (Yukl, 

2012). 

2.4.4. Complexity in global working arrangements 

Uhl-Bien and Arena (2017) differentiate complexity from complication, asserting that 

when there is a deep level of interaction between things they change one another in 

an unanticipated and lasting manner, and that they cannot be broken down to their 

original parts, remaining irrevocably linked as a ‘system’. Complex global team 

working arrangements are representative of such systems within subsidiaries. With 

ever-evolving business practices developing in this direction it should be further 

explored. The impact of multiple global team-memberships on the ability to manage 

or lead at an individual level, in a domestic context, can be ascertained. 

Many domestic managers have dual responsibilities, including leadership of local 

operations and global team participation or leadership. Although typical to this role, 

the vital leadership behaviours of boundary spanning and ability to influence bosses, 

peers, and outsiders as well as subordinates, are skills that very few employees have 

the opportunity to observe their manager’s exhibiting when interacting with people 

outside their work unit (Yukl, 2012). Furthermore, unfortunately, according to Liu et 

al. (2018) boundary spanning roles have been noted to have undesirable effects on 

individual manager performance related to increased role overload, stress, conflict 

and ambiguity, all of which may potentially impact task performance. 

Thus, employees which may even realise favourable benefits from the successful 

management of these often-conflicting responsibilities, ironically never become 

aware of the manager’s expertise in this environment and could in fact perceive their 
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performance in a local context as poor. This factor becomes relevant when you 

consider that Chiu et al. (2017) made the point that individual or group level 

perception of a leader matters because it influences performance measures such as 

organisational commitment, compliance to requests and overall job satisfaction of 

staff. In addition, of potential benefit to the manager, is that individuals who are 

identified as leaders tend to form better relationships with employees, receive 

superior performance reviews and have increased access to critical resources, all of 

which improve their personal performance as a manager and contribute to overall 

organisational success (Chiu et al., 2017).  

At this junction, with many domestic managers fulfilling evolving roles in a global 

context, and the phenomenon of informal leader emergence occurring more 

frequently in modern working arrangements, it remains to be seen whether boundary 

spanning behaviours can in fact contribute to performance in organisations (Liu et 

al., 2018). These conflicting perspectives all tie in with the observations made by 

Reiche et al. (2017), that task and relationship complexity experienced by a manager 

fulfilling a boundary spanning role in a global team may impact the individual on a 

personal level and determine ability to lead an organisation in a domestic context.  

The lack of insights into whether boundary spanning behaviours can positively affect 

leadership and reputation as perceived within the team is not clear, it is apparent that 

deeper insights are required to investigate the complexity that exists in these 

boundary spanning leadership roles. 

2.5. Behaviours exhibited by boundary spanning managers 

2.5.1. Organisational boundaries 

Boundaries exist within and between organisational structures to delineate the 

bounded limits of the system and to fortify it from external, environmental disruptions, 

whilst ensuring inputs and outputs of the internal processes can enter and exit as 

required (Cummings & Worley, 2015a). Such boundaries may vary in permeability 

and are defined by facets such as physical location, but also purposes related to 

managerial, technical or social parameters (Cummings & Worley, 2015b). Despite 

their inherent purposes, it remains relevant to assess the relevance of these 

boundaries on an ongoing basis and whether they remain appropriate for achieving 

the desired organisational outcomes (Cummings & Worley, 2015b). 
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2.5.2. The role of a boundary spanner 

In the seminal work of Leifer and Delbecq (1978), the role of a boundary spanner 

was described as an individual operating on the periphery of an organisation, 

business or unit to bring relevant information required for conducting ‘work’ into the 

internal environment. More recently Birkinshaw et al. (2017) validated the relevance 

of this information sharing perspective, asserting that seeking opportunities to 

mediate the flow of information remains a key part of the definition of the 

entrepreneurial or value-adding role played by individuals in a boundary spanning 

capacity. According to Zhang, Wu, and Henke (2015), the role of a boundary spanner 

in an organisation is two-fold, internal processing and external representation. Whilst 

a more encompassing definition by Nelson (2018) describes boundary spanning as 

consisting of the creation and navigation of linkages and networks across economic, 

functional, geographic, cultural, linguistic, religious, educational, political, and legal 

systems.  

Schotter and Beamish (2011) noted that the observed boundary spanning abilities to 

broker and influence higher levels of organisational effectiveness arise from the 

personal capabilities and traits of an individual. Furthermore, Schotter and Beamish 

(2011) also observed that the challenges in MNCs offered a level of complexity not 

necessarily experienced in other organisations and the perspective that boundary 

spanners in this context simply existed to effectively manage inevitable headquarter-

subsidiary conflict through increased linkage economies was an oversimplification 

and outdated view of the role fulfilled by the prototypical manager operating in a 

global environment. These individuals needed to demonstrate the ability to overcome 

different world views and institutional contexts of two parties on either side of a 

boundary (Birkinshaw et al., 2017). 

It is believed that to understand perception gaps and reduce tension, boundary 

spanners also require critical organisational knowledge and personal power in the 

areas of information power, referent power, and informal legitimate power (Schotter 

& Beamish, 2011). This power seems to be the necessary ingredient to mobilise 

support across internal and external boundaries (Birkinshaw et al., 2017). Yukl 

(2012) and Liu et al. (2018) have respectively highlighted that insufficient research 

attention had been given to boundary spanning behaviour at an individual level and 

that few leadership studies have examined external, boundary spanning behaviours. 

Whilst, an opposing perspective offered by Reiche et al. (2017) is that ‘boundary 
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spanning activities’ is now considered to contribute critically to the field of global 

leadership and have been extensively researched to gain a deeper understanding of 

the nature of everyday tasks in which global leaders engage.  

Thus, it is clear that the behaviours embodied by boundary spanners can no longer 

be considered simply as tasks or activities that take place on the periphery of 

organisations but should rather be explored in terms of the bearing they have on the 

competence of a manager, as an individual with the ability to influence others and 

ultimately business outcomes. To understand the role of boundary spanning 

behaviours in a leadership role, the context within which they take place need to be 

further explored and documented. 

2.5.3. Boundary spanning in a leadership role 

Boundary spanning leadership has been defined as “the capacity to create direction 

alignment, and commitments across group boundaries in service of a higher vision 

or goal” (Ernst & Chrobot-Mason, 2010, p. xxii). Thus, the field of boundary spanning, 

nested in the context of global leadership, offers a suitable lens to consider the 

unique complications experienced by boundary spanning leaders (Andersson et al., 

2016).  

According to Schotter and Beamish (2011), boundary spanners are naturally driven 

by high levels of intrinsic motivation and are generally of the view that the boundary 

spanning task is the most important part of their responsibility. This brings into focus 

the dichotomy of the expectations on a domestic manager who is expected to lead 

locally but also to effectively maintain multiple global tasks and relationships. 

Begging the question, which objective an individual would choose to prioritise in this 

role? It is in this consideration that one fully grasps the need for further investigation 

of the specific context experienced by managers fulfilling these straddled subsidiary 

manager positions and the challenges they experience in aligning objectives and 

decision making.   

Reiche et al. (2017) expand on the construct of boundary spanning leadership, 

asserting that “context determines the boundary conditions and hence the suitability 

of specific behaviors and activities through which a leader can achieve external 

influence” (p. 07). Reiche et al. (2017) go on to note that, without contextualisation, 

to date qualitatively different leadership roles have very often been compared under 

one umbrella, while the requirements are worlds apart. Importantly, both Reiche et 
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al. (2017) and Oc (2018) draw attention to the fact that leader-follow relationships 

and leaders themselves do not exist in a vacuum. The point made is that context 

matters and is a key contingency factor that differentiates roles qualitatively. Context 

can determine a manager’s chances of success or failure in a particular position (Oc, 

2018; Reiche et al., 2017). 

Further to this, Litano, Major, Landers, Streets and Bass (2016) stress the personal 

impact that a demanding job, where high performance is critical, can have on an 

individual’s mental and/or physical well-being. A slow progression to exhaustion is 

common when employees are confronted with inadequate resources and high job 

demands (Litano et al., 2016). In this context psychological well-being is reduced and 

‘weaker task and contextual performance’ become apparent (Litano et al., 2016). 

This research aims to provide deeper insights into whether the discrete contextual 

factors of task and relationship complexity influence an individual manager on a 

personal level to the extent that it makes it challenging for them to demonstrate what 

is perceived as effective leadership in a domestic context. 

2.6. Discrete contextual factors under consideration 

2.6.1. Contextual embeddedness 

Reiche et al. (2017) guide thinking on the field global leadership as a discipline by 

giving the fresh perspective that now more than ever, technically-skilled or effective 

managers are being placed in leadership positions that engage across diverse 

boundaries without being equipped to do so. The authors suggest that given the 

‘contextual embeddedness’ in which leadership increasingly occurs, the contingency 

factors of task and relationship complexity at an individual unit of analysis, typically 

associated with leadership effectiveness in traditional and business literature, 

warrant further examination in a global context where they are often high (Reiche et 

al., 2017; Yukl, 2012). In exploring this area, the opportunity exists to contribute 

meaningfully to the concept of ‘boundary spanning global leader’ and highlight 

challenges that arise from this new world of work in which individuals find themselves 

embedded. 

2.6.2. Typology of global leadership roles 

Reiche et al. (2017) proposed a typology for four ideal-typical global leadership roles 

(Figure 2), each delineating a perspective on the related demands with regards to 

‘task complexity – characterising the variety and flux within the task context and 
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relationship complexity – reflecting the boundaries and interdependencies within the 

relationship context’. This typology will form the basis of the exploration around the 

boundary spanning roles fulfilled by the manager as a global team member and the 

impact of these on the individual at a personal level, and the ability to lead an 

organisation towards the desired business outcomes in a domestic context (Reiche 

et al., 2017). 

 

Figure 2: A typology of global leadership roles. Source: Reiche, B. S., Bird, A., 

Mendenhall, M. E., & Osland, J. S. (2017). Contextualizing leadership: A typology of 

global leadership roles. Journal of International Business Studies, 48(5), 552-572. 

2.6.2.1. Incremental global leadership role 

With low levels of task and relationship complexity, this uncomplicated global role is 

typified as being more predictable and transparent, while reaching across a few 

national cultures and jurisdictions (Reiche et al., 2017). Of a more technical nature, 

with a high degree of specialisation, there exists a limited scope of necessary 

engagements to fulfil the relatively straightforward task requirements (Reiche et al., 

2017). 
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2.6.2.2. Operational global leadership role 

Reiche et al. (2017) describe this as one that typically entails a high level of task 

complexity but low levels of relationship complexity. Although it may be characterised 

by a cognitively demanding environment to ensure effective task execution, it is 

supported with well-established systems and processes that experience low levels 

of flux and require minimal relational effort (Reiche et al., 2017). 

2.6.2.3. Connective global leadership role 

As a connective global leader, an individual in this role will typically experience the 

highest complexity and flux in the social domain (Reiche et al., 2017). Outside of 

multiple physical boundaries, this role will also expose incumbents to identity-based 

boundaries where they encounter others who are culturally, linguistically, functionally 

and institutionally diverse (Reiche et al., 2017). However, as relates to task 

complexity there is a low level of environmental variety and tasks are focused and 

stable (Reiche et al., 2017). 

2.6.2.4. Integrative global leadership role 
This role is assumed to be demanding on both a task complexity and relationship 

complexity front (Reiche et al., 2017). With intense requirements on the individual to 

respond to many variables and changing task environments, relationships that are 

maintained across a broad and scattered group of individuals add to the complication 

managed at this level (Reiche et al., 2017). 

2.6.3. Taxonomy of leadership behaviours 

To improve interpretation of Reiche et al.’s (2017) typology of global leadership, 

Yukl’s (2012) proposed taxonomy to describe leadership behaviours will be used to 

categorise feedback on task-orientated and relationship-orientated behaviours. 

According to Yukl (2012), unique specific leadership behaviours exhibited in the 

context of tasks are orientated toward accomplishing work in efficient and reliable 

ways. Whilst the primary goals of relations-orientated leadership behaviours have as 

their core objective the need to increase the quality of human resources and 

relations, or human capital in an organisation (Yukl, 2012). The leadership 

behaviours in Yukl’s (2012) task-orientated objectives include (1) Clarifying, (2) 

Planning, (3) Monitoring operations and (4) Problem solving, whilst those typically 

utilized by leaders in relations-orientated goals are (1) Supporting, (2) Developing, 

(3) Recognising and (4) Empowering.  
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These broad constructs, as proposed by Yukl (2012), will be used to facilitate the 

integration of the research findings relating to the effects of the self-described task-

orientated and relationship-orientated leader behaviour of the manager on their team 

and organisational performance. An attempt will be made to categorise the role of a 

domestic subsidiary manager according to Reiche’s (2017) typology. The impact of 

organisational structural design, and associated task and relationship complexity, will 

be documented in order to better understand the context of the role fulfilled by this 

type of boundary spanning global leader. 

2.7. Research questions 

The purpose of this qualitative study was to explore the extent to which the 

international MNC organisational structure, and the associated demands of task and 

relationship complexity which accompany the specific organisational design 

components, impact the individual as a manager in a boundary spanning role on a 

personal level and consequently influence the ability to effectively lead a local 

organisation. 

Research question 1 

How does organisational structural design influence the demands of task and 

relationship complexity experienced by managers in boundary spanning leadership 

roles? 

Research question 2 

How do the demands of task and relationship complexity impact managers in 

boundary spanning leadership roles and influence their ability to lead effectively in a 

domestic context? 

Research question 3 

What are the lived experiences of managers in boundary spanning roles and how do 

they impact effective leadership practices in their organisations?  

3. Chapter 4: Research design and methodology 

As pointed out by Reiche et al. (2017), it is the unique contextual demands of task 

and relationship complexity that managers fulfilling boundary spanning roles in global 

teams’ face, which require further exploration. Whilst, Schotter et al. (2017) 

specifically highlighted that the dynamic and fast-paced emerging markets are 
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particularly underrepresented in the available literature on boundary spanning and 

global leadership, and there is a gap to contribute to the body of knowledge in these 

fields.  

Due to the heavy emphasis on the implications of context in global leadership, the 

researcher believed that this under-researched area of boundary spanning 

leadership in an emergent market firstly required an intensive perspective on the way 

individuals operating in these spaces construed their world (McCracken, 1988).  

According to Hammarberg, Kirkman, and de Lacey (2016), qualitative methods are 

best suited to answering questions which do not lend themselves to data which count 

or measure phenomena. The purpose of this research was to gain new insights into 

the complications, logic and character that make up this unfamiliar business 

landscape (McCracken, 1988). Thus, the questions which needed to be answered in 

this research required data which spoke to the experience, meaning and 

perspectives of the individual participants and were well suited to a qualitative 

approach (Hammarberg et al., 2016).  

Finally, as it was the unique contextual environment of boundary spanning roles in 

global teams which have been highlighted as under-researched in recent theoretical 

and empirical studies, it was determined that an in-depth qualitative design and 

interpretive analysis would be most suited to explore the minds and lives of 

participants to best capture the essence of their lived experiences.  

3.1. Population 

The population included all senior managers at an executive level in the 

pharmaceutical and medical device healthcare sector that regularly engage in 

boundary spanning activities in a global context and manage a team in a domestic 

or global context. 

3.2. Unit of analysis 

According to Kumar (2018), the unit of analysis forms an important part of the chosen 

research methodology, determining the ‘what’ and ‘who’ is being studied (Kumar, 

2018). Kumar (2018) identified four different units of analysis in social science 

research: individuals, groups, organisations and social artefacts. Schotter et al. 

(2017) noted that “individuals are the nested antecedent to organizational level 

actions and therefore deserve careful theoretical and empirical deliberation” (p. 01). 

Hammarberg et al. (2016) observed that to be able to gather data to answer 
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questions that have social meaning researchers need to capture people’s real-life 

experiences, which may differ substantially from one person to the next. Thus, to 

bring new perspectives to the existing body of work, the unit of analysis chosen for 

this research was the lived experiences of the individual senior managers at an 

executive level. 

3.3. Sampling method and size 

A non-probability, purposive or judgmental sampling method was employed, making 

use of quota and snowball sampling to select appropriate participants that fulfilled 

similar roles (Palinkas, Horwitz, Green, Wisdom, Duan, & Hoagwood, 2015).  

Tracy (2010) stated that validity is concerned with whether a study appears to be 

reasonable and appropriate. In qualitative research, this can be achieved through 

rich rigour (Tracy, 2010). This requisite rigour can be achieved not only through 

sufficient application of theoretical constructs, data sources and contexts but also by 

the sampling choices made (Tracy, 2010). To support the necessary rigour required 

in qualitative research, Tracy (2010) highlighted the importance of the selection of 

the correct sample and context to achieve the given goals.  

In service of this objective, participants were selected in two steps. First, multinational 

pharmaceutical or medical device healthcare companies operating in South Africa 

were identified through IQVIA’s ‘IMS Total Private Market’ data set and the online 

professional network service, LinkedIn. The non-probability sampling technique of 

purposive sampling was used to actively choose companies and participants from 

the lists that met the criteria of being multinational pharmaceutical or medical device 

healthcare companies (Palinkas et al., 2015; Saunders & Lewis, 2018). Second, 

within these identified organisations a ‘quota and snowball sampling’ technique was 

used to identify a heterogeneous group of individuals which met the criteria and 

formed part of a multinational team within their organisation and acted as an 

executive-level manager or leader within the domestic or global business (Palinkas 

et al., 2015; Saunders & Lewis, 2018).  

Initial contact was made with such individuals in the identified organisations, and then 

these individuals assisted in identifying and volunteering two to three other executive 

leaders within or outside their organisations (in the same identified sector) that they 

believed fulfilled a similar, complex role (Palinkas et al., 2015; Saunders & Lewis, 

2018). Each of these, in turn, were contacted and interviewed for data collection, as 
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well as asked to identify two to three other executives meeting the same profile and 

so on until saturation was reached (Saunders & Lewis, 2018).  

The following minimum criteria were used to select individual participants for the 

sample population: 

• Pharmaceutical or medical device healthcare sector employee in a 

multinational company 

• Multinational team member in a role characterised by ongoing boundary 

spanning activities 

• Manager or leadership position within the organisation domestically or 

globally as indicated by the title of their role (i.e. director, business unit 

manager, divisional head, executive, country manager, etc.) 

• A host country national and not a parent or third-country national 

(Michailova et al., 2016) 

• A minimum of at least five to ten years of full-time work experience  

3.4. Measurement instrument 

According to Creswell, Hanson, Clark Plano, and Morales (2007), in a 

phenomenological study, the researcher is exploring the essence of an individual’s 

experience to describe a phenomenon and understand the individual's lived 

experience. Creswell et al. (2007) guide the researcher to utilise interviews, 

observations, documents, or art as valid forms of data collection for 

phenomenological research. 

Semi-structured, in-depth interviews were selected as the primary data collection 

method as they allowed the researcher to capture the detail of how the participants 

perceived and experienced the world (McCracken, 1988). The appropriateness of 

this approach was confirmed by Rowley (2012) that noted how interviews are a 

common form of data collection in qualitative research where the researcher wants 

to gain insights from a few people who are in key positions. Another consideration in 

the choice of instrument was Rowley’s (2012) reflection that such participants are 

less likely to use their valuable time to fill in questionnaires which are trying to 

elucidate a deep understanding of their opinions, attitudes, experiences, processes, 

behaviours or predictions. Hammarberg et al. (2016) also highlighted the relevance 

of semi-structured interviews as an appropriate qualitative research technique for 
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investigating the personal perspectives - beliefs, attitudes and concepts of normative 

behaviours - held in a focused topic area or by key informants. 

For this qualitative research, data was collected using a two-step process to ensure 

the validity and reliability of the collected information, which is detailed in Table 2. 

Firstly, a pre-interview structured questionnaire was used to qualify participants using 

a Google Forms survey which was sent electronically to potential participants. 

Thereafter, interviews were scheduled with individuals that met the qualifying criteria 

and video conferencing semi-structured interviews were conducted using Microsoft 

Teams.  

To follow up and verify information garnered from the first two processes, interviews 

were recorded after permission was sought from the participants. Recorded 

interviews were then transcribed using the online speech to text transcription 

platform, Otter.ti. No information provided in the interviews was identified as requiring 

further verification for validity and could be included in the analysis as recorded and 

transcribed. 

Table 2: Data collection 

Process Data Collected 

Pre-interview 

participant qualification 

survey 

 

 

 

 

 

 

 

Semi-structured 

questionnaire 

- Introductory letter and participant consent form 

- Name and demographic information 

- Confirmation of domestic managerial responsibilities 

and global team member role or leader 

- Confirmation of host country nationality 

- Total years of full-time working experience 

- Total years in current role 

- Current job description or title in the organisation 

 

- Introductory comments 

- Q1: How would you describe your global 

organisational structure? 

- Q2: Do you believe that this chosen organisational 

structural design is suitable and why? 

- Q3: What is your current role in the organisation in a 

domestic and global context? 
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- Q4: Can you expand on the tasks associated with 

your role? 

- Q5: Can you expand on the relationships that are 

critical to your role? 

- Q6: How would you describe your leadership style? 

- Q7: Have you experienced anything or any situation 

that you perceive as having influenced your ability to 

lead in a local context? 

- Q8: If you were given the opportunity to give 

yourself one useful insight about this role before 

accepting it, what would it be? 

According to Creswell (2013) to conduct effective phenomenological research 

participants need to be asked a minimum of two broad general questions: (1) “What 

have you experienced in terms of the phenomenon?” and (2) “What contexts or 

situations have typically influenced or affected your experiences of the 

phenomenon?” (p. 81). Creswell (2013) advises that other open-ended questions 

may be asked and that these should also lead to the textural and structural 

description of the experiences and provide an understanding of the common 

experiences of the participants. Tracy (2010) also noted that enough interesting and 

significant data to support significant claims should be pursued by the researcher. 

Therefore, an in-depth semi-structured questionnaire with open-ended questions 

was used as a tool to guide the interview process.  

The researcher decided to use this tool because as pointed out by Agee (2009), even 

though qualitative questions evolve during the interview process, first iterations which 

are tentative and exploratory should be constructed to delineate the primary focus of 

the research at the outset. As the interview was conducted additional clarification 

and probing questions were used by the researcher to elicit further pertinent insights. 

It is important to note that the exploratory nature of this qualitative research meant 

that unlike in quantitative research, there was no initial hypothesis or firmed up 

perspective on a problem, and the researcher, in fact, sought to, “focus on the why 

and how of human interactions” (Agee, 2009, p. 432).  

Thus, the researcher used this semi-structured interview approach to facilitate a 

more natural conversation that allowed the participants to focus on the aspects of 

context in their roles they deemed to be of most relevance to the fulfilling of their 



30 
 

management and leadership function within the organisation. The researcher’s 

questions were predominantly exploratory in nature and reflected what the 

researcher wanted to know about the perspectives or intentions of individuals in their 

specific social interactions (Agee, 2009). 

3.5. Data gathering process 

Data was collected by the researcher using a structured questionnaire, sent 

electronically using Google Forms, to qualify prospective participants. Thereafter 

video conferencing semi-structured interviews were conducted using Microsoft 

Teams with selected participants. Virtual, in comparison to the normal face-to-face, 

interviews were necessitated by the environment in which this research took place 

during a worldwide pandemic related to the outbreak of COVID-19. Interviews, 

varying in length but approximately one hour in general, were recorded with the 

participants’ permission. Finally, interviews were transcribed from the recordings 

using the online speech to text transcription platform, Otter.ti. 

In total 13 video conferencing interviews were conducted. Two interviews were not 

recorded due to an oversight on the part of the researcher who had experienced 

extenuating personal circumstances. Findings from these were summarised in notes 

made by the researcher within 24 hours of conducting the interviews. Upon careful 

consideration, the researcher believed that the perspectives from these two 

interviews did add to the overall value of the research and were sufficiently recalled 

for inclusion in the data set. Data saturation was reached at the sample quota of 13 

participants at which point no new relevant or different information was being 

discovered. 

As illustrated in Table 3, the study participants included 13 host-country nationals 

that occupied senior management positions at an executive level. Participants were 

located domestically and were employees of either a pharmaceutical or medical 

device multinational company. Each participant also met the criteria of fulfilling a 

global team member role, characterised by ongoing boundary spanning activities and 

had a minimum of at least five to ten years of full-time work experience. 

Six of the participants were currently subsidiary general managers, whilst the 

remaining seven participants held executive-level senior management roles within 

their respective organisations. Participants worked for ten unique MNCs with global 

headquarters located in seven different countries and across three different 
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continents. All bar two of the participants had more than 20 years of full-time work 

experience. All bar one of the participants were above the age of 40. There was 

mixed representation in terms of race and gender. 

Table 3: Study participants 

Participant Current position Full-time 

work 

experience 

Years in 

current 

role 

Gender Race Age 

P1 

P2 

P3 

P4 

P5 

P6 

P7 

P8 

P9 

P10 

P11 

P12 

P13 

Country Manager 

Sales and Marketing Director 

Country Head 

General Manager 

Head: Pharmaceutical Affairs 

Chief of Staff/Head of Commercial 

Snr Director, Clinical Operations 

Head of Commercial Operations 

Country Manager 

Regional Director  

General Manager 

Country Manager, SA & SSA 

Business Unit Leader - Cardiology 

20+ 

20+ 

20+ 

20+ 

20+ 

10 – 14 

15 -19 

20+ 

20+ 

20+ 

20+ 

20+ 

20+ 

6 – 10 

3 – 5 

6 – 10 

0 – 2 

3 – 5 

0 – 2 

0 – 2 

3 – 5 

0 – 2 

3 – 5 

6 – 10 

3 – 5 

3 – 5 

Female 

Female 

Female 

Male 

Female 

Female 

Female 

Male 

Female 

Male 

Male 

Male 

Female 

White 

White 

White 

White 

Indian 

White 

White 

White 

Coloured 

White 

White 

Black 

White 

40 – 49 

40 – 49 

50 – 59 

50 – 59 

40 – 49 

30 – 39 

40 – 49 

50 – 59 

40 – 49 

40 – 49 

40 – 49 

40 – 49 

40 – 49 

3.6. Analysis approach 

A deep understanding was sought in this research and as anticipated the open-

ended nature of the exploratory questions led to rich contextual content. Therefore, 

as recommended by Creswell et al. (2007), a structured approach to the analysis of 

the data was followed to make sense of the broad base of information and varying 

perspectives gathered. Information was transcribed and analysed for similarities or 

common phenomena experienced by the individuals who fulfil these particular roles 

in organisations, to contribute to the relevant theories (Saunders & Lewis, 2018).  

One hundred and ninety-three pages of Otter.ti transcriptions were checked and 

corrected to accurately reflect the information provided in the Microsoft Teams 

recordings. Following verification of the accuracy of transcriptions from the recorded 

interviews, the collected data was initially analysed using a manual technique. 

However, to accommodate the depth of feedback and context that was recorded the 

analytic process was expanded to include the cloud-based qualitative data analysis 

and research software, Atlas.ti. Transcriptions were imported into the cloud platform, 

whereupon the researcher reviewed notes and the transcriptions in combination and 
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assigned themes and codes which described, categorised and interpreted specific 

findings across the data (Saunders & Lewis, 2018).   

An inductive approach was used to code the data and generate broader categories, 

whereby the researcher was engaged in an ongoing reflection and analysis process 

(Heath & Cowley, 2004). The aim of this chosen inductive process was to move the 

researcher from the data to empirical generalisation and finally to reflect on the data 

in the context of the relevant theories (Heath & Creswell, 2004). In an open coding 

process, the researcher conducted horizontalization of data by going through the 

transcripts and highlighting all statements, sentences or quotes that held particular 

significance to the understanding of the phenomenon being explored (Creswell, 

2013). The researcher generated 430 descriptive codes and 31 code groups were 

created for the total data set. At this point, the researcher wrestled with the data to 

make sense of the findings and attempted to move from this microscopic view which 

was created, back to the more sensible bigger picture. Throughout this process, the 

researcher drew on what Tracy (2010) refers to as self-reflexivity to draw on personal 

experiences to make sense of the information, while attempting to eliminate biases 

and personal motivations which could lead to misinterpretation of the findings.   

In the second phase, the researcher gradually replaced these descriptive concepts 

with more abstract categories. These in turn were used to develop clusters of 

meaning into broader themes which could be reflected on in relation to the available 

theory (Creswell, 2013). These were then condensed and subsumed into a few 

primary themes which guided the discourse of the findings (McCracken, 1988). 

Patterns of interrelationships between multiple categories and themes were 

considered, whilst relevant residual themes were used to contradict and compare to 

the predominant themes (McCracken, 1988). A procedure of elaboration on repeated 

data comparisons was followed to ensure the emergence of frameworks and shaping 

of the data by interpretation, rather than by deduction and verification, thereby 

attempting to move the analysis beyond being purely descriptive and allowing the 

generation of ideas from the data (Heath & Creswell, 2004). At this stage of 

interpretation, the researcher was focused on ensuring the credibility of the findings 

(Tracy, 2010). With limited means of achieving this, ‘thick description’ was identified 

as the primary method that could accurately demonstrate participants’ meanings and 

the detail of their personal contexts (Tracy, 2010). In this way, the researcher 

attempted to provide enough concrete information for readers to come to their own 
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conclusions and veered away from trying to tell participants’ stories for them (Tracy, 

2010). 

Combined, significant statements and themes formed the textural description of what 

participants experienced (Creswell, 2013). In addition, these were used to write 

further descriptions of the context or settings which influenced how participants 

experienced these phenomena, known as structural descriptions (Creswell, 2013). 

The researcher, which had relevant personal experience used these insights to 

inform the coding and categories that emerged from the data (Creswell, 2013). The 

final step of analysis involved writing a composite description of the structural and 

textural descriptions, which presented the essence of the phenomenon or the 

common experiences of the participants (Creswell, 2013). The researcher attempted 

to bring an aesthetic presentation of the data into the representation of the findings 

(Tracy, 2010). This style of presenting information was well suited to the selected 

journal and allowed the researcher to create a perspective on the environment and 

context which would encourage the reader to feel, think, interpret, react or change in 

response to the research findings (Tracy, 2010). An attempt was made to use 

descriptive language which readers would find transferable to their own working 

environments and thus more applicable (Tracy, 2010). 

A firm attempt was made to steer away from any type of quantitative analysis in the 

approach as the intention was not to draw conclusions, but rather to explore the 

underlying assumptions and perceptions of participants that operated in these 

environments and present them in a meaningful way (McCracken, 1988). 

3.7. Quality controls for validity and reliability 

As highlighted by Tracy (2010) what constitutes quality is a social construct which is 

constantly changing and subject to the local context and current conversation. 

Tracy’s (2010) Eight “Big-Tent” Criteria for Excellent Qualitative Research model was 

used to guide the quality throughout conducting this research. 

According to Creswell (2013), findings can be considered valid in phenomenological 

research if they are well-grounded and well supported. As per Saunders and Lewis 

(2018), “triangulation is the use of two or more independent sources of data or data 

collection methods within one study in order to help ensure the data are telling you 

what you think they are telling you” (p. 128).  
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To ensure the quality of the data collected the researcher applied the strict qualifying 

criteria to accurately identify participants that meet the outlined area of exploration at 

an individual level (Saunders & Lewis, 2018; Tracy, 2010). In addition, the semi-

structured questionnaire tool guided the data collection process amongst various 

participants and was used flexibly and evolved as new, unpredicted information 

which was relevant arose (Palinkas et al., 2015; Saunders & Lewis, 2018). The 

researcher also ascertained from the participants whether the process elucidated all 

the relevant contextual factors or whether they would recommend any further 

questions to future participants. All feedback was that the questions were open and 

broad enough to allow them to reflect on and communicate their full experiences. In 

this way, the relevant scope and depth of information retrieved from the process were 

expanded (Rowley, 2012; Saunders & Lewis, 2018).  

Contextual findings were compared to available data from the qualifying questions, 

as well as independent industry data available in the public domain, and finally with 

all observations made by the researcher during the interview process (Tracy, 2010; 

Saunders & Lewis, 2018). In addition to using multiple data gathering tools, validity 

was further enhanced by selecting a heterogeneous population, as well as ensuring 

that interviews were conducted at varying times of the day as proposed as suitable 

by participants (Saunders & Lewis, 2018). 

Further to the above, every attempt was made by the researcher to not inadvertently 

influence the content of the participants’ descriptions, whilst the researcher also 

validated that the transcriptions themselves were accurate and conveyed the 

meaning of the participants (Creswell, 2013; Tracy, 2010). The researcher went on 

to ensure that the conclusions of the textural and structural descriptions, combined 

to form the overall essence and accurately reflected the full range of conclusions that 

could be drawn from the information and that no alternatives were neglected 

(Creswell, 2013; Tracy, 2010). As noted as important by Creswell (2013) and Tracy 

(2010), the researcher made every attempt to be reflexive to the emerging 

information throughout the study. 

3.8. Limitations 

One of the major limitations of this study was the choice of a specific sector of one 

industry, which means that the findings are not necessarily easily transmissible to 

other sectors. Also, qualitative data of this nature, which creates a broad perspective 
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on a narrow area, is not generalisable to a broader population group (McCracken, 

1988).  

In addition, the fact that there was only one researcher and the evaluation of the 

findings was subjective, the researcher’s personal views and biases may have 

influenced the coding and analysis, and ultimately the theory development. However, 

it should be noted that McCracken (1988) points out that the researcher’s own 

understanding could also provide insight. Also, as reflected on by Tracy (2010) the 

researcher attempted to minimise the impact of these personal affects by thoughtfully 

considering their potential impact throughout the research.  

Using one primary method of data collection, with minor other inputs made ensuring 

the validity and reliability of the data a challenge. To contend with this problem, the 

researcher has attempted to include as much transparency as possible and full 

disclosure of all the processes applied throughout conducting of this research (Tracy, 

2010). 

Finally, as this was a cross-sectional study, the views are representative of a 

snapshot in time and not necessarily applicable or relevant to other future periods. 

This particular period in time is likely to be affected by the unique circumstances in 

the midst of the COVID-19 global pandemic that has changed the normative 

practices of businesses around the world and this may have influenced not only the 

research process but also the lived experiences reported on by participants. 
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Appendix A: Business Horizons Author Guidelines (Elsevier, 2020) 

Manuscripts submitted to Business Horizons should address topical and timely 

issues of relevance to business academicians and practitioners. Successful 

submissions will typically be structured around identifying and developing a problem 

or issue and providing relevant solutions. Importantly, manuscripts should go beyond 

description and offer sound prescriptive advice. Manuscripts should also be solidly 

grounded in a scholarly foundation with appropriate and judicious use of source 

citations. Manuscripts should also be written in clear, non-technical language, with a 

broad business readership in mind. While the language should be engaging and 

informative, authors should avoid the use of jargon and technical terminology. 

Manuscripts should be prepared consistent with the following guidelines. 

Manuscripts which do not conform to these guidelines may be returned to the 

author(s) without review for reformatting. 

1. Double-space, use a 12-point font with normal text spacing, and one-inch margins 

throughout the entire manuscript. Manuscripts should not exceed 25 pages, all-

inclusive. We cannot, however, consider notes, briefs, or commentaries. All pages, 

save the title page, should include pagination. Page numbers should appear 

centered at the bottom of each page. 

2. The first page of the manuscript should include the title of the manuscript and 

complete contact information for each author with author name, affiliation, full postal 

mail address, email address, telephone number, and fax number. The corresponding 

author should be clearly noted in the case of multiple authors. 

3. The second page of the manuscript should include the title of the manuscript, an 

abstract of 150 to 200 words, and four to five key words or short phrases that 

accurately reflect the content of the manuscript. Abstracts should be designed to 

provide a comprehensive executive summary of the manuscript in a manner that 

draws the reader's attention. 

4. The body of the text should begin on the third manuscript page. The manuscript 

text should begin with an introductory heading. 

5. Incorporate headings and sub-headings throughout the manuscript to aid 

readability. First order headings should be centered and all capital letters. Second 

order headings should be centered and use both upper and lower-case letters. 

Headings should be descriptive and informative, yet not standard academic style. 
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For example, rather than use "Introduction", you might elect to use "Corporate 

Women: Another Look". The aim is to guide the reader with innovative and lively 

language. 

6. Business Horizons relies on the APA (American Psychological Association) style 

of referencing. Authors should carefully document their work while at the same time 

judiciously select references. A complete list of references cited should appear at the 

end of the text, and preceding any tables, figures, or graphs. Only works cited in the 

manuscript should be included in the references section. The references should 

begin on a new manuscript page, with the heading REFERENCES appearing 

centered at the top of this page. We do not rely on footnotes or endnotes. Any full or 

partial with-in text quoted material should include the relevant page number(s) with 

the source citation (e.g., Author & Author, 2008, p.1). Please also note the use of 

ampersand for within text citations contained in parentheses. Citations in the text 

should follow the referencing style used by the American Psychological Association. 

You are referred to the Publication Manual of the American Psychological 

Association, Seventh Edition, ISBN 978-1-4338-3215-4, copies of which may be 

ordered online (https://apastyle.apa.org/products/publication-manual-7th-edition). 

List: references should be arranged first alphabetically and then further sorted 

chronologically if necessary. More than one reference from the same author(s) in the 

same year must be identified by the letters 'a', 'b', 'c', etc., placed after the year of 

publication. 

Examples: 

Reference to a journal publication: 

Stuart, F. I. (2006). Designing and executing memorable service experiences: Lights, 

camera, experiment, integrate, action! Business Horizons, 49(2), 149-159. 

Ketchen, D., & Hult, G. T. (2007). Bridging organization theory and supply chain 

management: The case of best value supply chains. Journal of Operations 

Management, 25(2), 573-580. 

Reference to a journal publication with an article number: 

Van der Geer, J., Hanraads, J. A. J., & Lupton, R. A. (2018). The art of writing a 

scientific article. Heliyon, 19, Article e00205. 

https://doi.org/10.1016/j.heliyon.2018.e00205. 
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Reference to a Book: 

Miller, D., & Le Breton-Miller, I. (2005). Managing for the long run: Lessons in 

competitive advantage from great family businesses. Boston: Harvard Business 

School Press. 

Cialdini, R. B. (2001). Influence: Science and practice (4th ed.) Boston: Allyn & Bacon. 

Edited collection: 

Pfeffer, J. (1998). Understanding organizations: Concepts and controversies. In D. 

Gilbert, S. Fiske, & G. Lindzey (Eds.), Handbook of social psychology (pp. 733-777). 

New York: McGraw-Hill. 

Geis, G. (1982). The heavy electrical equipment anti-trust cases of 1961. In M. D. 

Ermann & R. J. Lundman (Eds.), Corporate and governmental deviance (pp. 123-

143). New York: Oxford University Press. 

Web source: 

Berry, L. L., & Seltman, K. D. (2007). Building a strong services brand: Lessons from 

Mayo Clinic. Business Horizons, 50(3), 199-209. Retrieved May 10, 2007, Retrieved 

from https://www.sciencedirect.com (https://www.sciencedirect.com). 

Lewis, P. H. (2007). How Apple kept its iPhone secrets. Retrieved January 31, 2008, 

Retrieved from 

http://money.cnn.com/2007/01/10/commentary/lewis_fortune_iphone.fortune/index.

htm 

(http://money.cnn.com/2007/01/10/commentary/lewis_fortune_iphone.fortune/index

.htm) 

Dataset: 

This journal encourages you to cite underlying or relevant datasets in your 

manuscript by citing them in your text and including a data reference in your 

Reference List. Data references should include the following elements: author 

name(s), dataset title, data repository, version (where available), year, and global 

persistent identifier. Add [dataset] immediately before the reference so we can 

properly identify it as a data reference. This identifier will not appear in your published 

article. 

http://money.cnn.com/2007/01/10/commentary/lewis_fortune_iphone.fortune/index.htm
http://money.cnn.com/2007/01/10/commentary/lewis_fortune_iphone.fortune/index.htm


43 
 

[Dataset] Oguro, M., Imahiro, S., Saito, S., Nakashizuka, T. (2015). Mortality data for 

Japanese oak wilt disease and surrounding forest compositions. Mendeley Data, v1. 

https://doi.org/10.17632/xwj98nb39r.1 (https://doi.org/10.17632/xwj98nb39r.1). 

7. All tables, figures, graphs, or appendices should appear individually on a separate 

manuscript page. These should clarify or supplement the manuscript text, not 

duplicate the text. Please indicate the appropriate placement of tables, figures, and 

graphs within the text by using [Insert Table 1 about here] place on a separate text 

line. These should appear following the References in the following order: tables, 

figures, graphs, appendices. 

8. Authors should carefully proofread their manuscripts prior to submission. Please 

pay careful attention to spelling and grammar, in particular. Also, please rely on 

gender neutral language. Manuscripts with extensive errors will be returned without 

review. Submission of a manuscript to Business Horizons implies a commitment by 

the author(s) to engage in the review process and to have the article published 

should it be accepted. Articles previously published, those under consideration by 

another journal, and those with a pre-existing copyright may not be submitted for 

review and consideration. Upon submission, authors also agree not to submit the 

manuscript for consideration elsewhere during the review period. 

This journal operates a double-blind review process. All contributions will be initially 

assessed by the editor for suitability for the journal. Papers deemed suitable are then 

sent to independent expert reviewer(s) to assess the scientific quality of the paper. 

The Editor is responsible for the final decision regarding acceptance or rejection of 

articles. The Editor's decision is final. More information 

(https://www.elsevier.com/reviewers/what-is-peer-review) on types of peer review. 

9. Submit all manuscripts electronically in MS Word-compatible file format to the 

editor at bushor@inidana.edu (mailto: bushor@indiana.edu). Submissions will be 

acknowledged shortly after receipt. Editorial decisions may take up to three months. 

All editorial decisions are final. Articles typically appear in print 8 to 12 months after 

final acceptance. 

10. Materials published in Business Horizons are available for viewing and download 

via ScienceDirect (https://www.sciencedirect.com). 

11. In order to afford all authors an opportunity of publication, authors are limited to 

a maximum of three submissions per calendar year. 
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mailto:bushor@inidana.edu
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12. This journal offers authors a choice in publishing their research: Open Access 

and Subscription. 

For Subscription articles 

Upon acceptance of an article, authors will be asked to complete a 'Journal 

Publishing Agreement' (for more information on this and copyright, see 

https://www.elsevier.com/copyright (https://www.elsevier.com/copyright)). An e-mail 

will be sent to the corresponding author confirming receipt of the manuscript together 

with a 'Journal Publishing Agreement' form or a link to the online version of this 

agreement. 

Subscribers may reproduce tables of contents or prepare lists of articles including 

abstracts for internal circulation within their institutions. Permission of the Publisher 

is required for resale or distribution outside the institution and for all other derivative 

works, including compilations and translations (please consult 

https://www.elsevier.com/permissions (https://www.elsevier.com/permissions)). If 

excerpts from other copyrighted works are included, the author(s) must obtain written 

permission from the copyright owners and credit the source(s) in the article. Elsevier 

has preprinted forms for use by authors in these cases: please consult 

https://www.elsevier.com/permissions (https://www.elsevier.com/permissions). 

For Open Access articles 

Upon acceptance of an article, authors will be asked to complete an 'Exclusive 

License Agreement' (for more information see 

https://www.elsevier.com/about/policies/copyright 

(https://www.elsevier.com/about/policies/copyright)). Permitted reuse of open 

access articles is determined by the author's choice of user license (see 

https://www.elsevier.com/openaccesslicenses 

(https://www.elsevier.com/openaccesslicenses)). 

Retained author rights  

As an author you (or your employer or institution) retain certain rights. 

For more information on author rights see 

https://www.elsevier.com/about/policies/copyright 

(https://www.elsevier.com/about/policies/copyright). 

https://www.elsevier.com/copyright
https://www.elsevier.com/permissions
https://www.elsevier.com/permissions
https://www.elsevier.com/permissions
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This journal offers authors a choice in publishing their research: 

Open Access 

• Articles are freely available to both subscribers and the wider public with permitted 

reuse 

• An Open Access publication fee is payable by authors or their research funder 

Subscription 

• Articles are made available to subscribers as well as developing countries and 

patient groups through our universal access programs 

(https://www.elsevier.com/about/open-science/science-and-society) 

• No Open Access publication fee 

All articles published Open Access will be immediately and permanently free for 

everyone to read and download. Permitted reuse is defined by your choice of the 

following Creative Commons user license: Creative Commons Attribution-

NonCommercial-NoDerivs (CC BY-NC-ND): for non-commercial purposes, lets 

others distribute and copy the article, and to include in a collective work (such as an 

anthology), as long as they credit the author(s) and provided they do not alter or 

modify the article. 

Elsevier has established agreements with funding bodies, 

https://www.elsevier.com/fundingbodies (https://www.elsevier.com/fundingbodies). 

This ensures authors can comply with funding body Open Access requirements, 

including specific user licenses, such as CC BY. Some authors may also be 

reimbursed for associated publication fees. If you need to comply with your funding 

body policy, you can apply for the CC BY license after your manuscript is accepted 

for publication. 

To provide Open Access, this journal has a publication fee which needs to be met by 

the authors or their research funders for each article published Open Access. The 

open access publication fee for this journal is $1800, excluding taxes. Learn more 

about Elsevier's pricing policy: https://www.elsevier.com/openaccesspricing 
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effect on the peer review process or acceptance of submitted articles. 
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Appendix D: Questionnaire and/or interview schedule 

Pre-interview Guide 

Gender (Please indicate with an X) 

Male  

Female  

Other  

Age Group (Please indicate with an X) 

20 – 29 Years  

30-39 Years  

40-49 Years  

50-59 Years  

60+  

Question 1 

In your current role do you have domestic managerial responsibilities, including 

oversight of a department or team, whilst simultaneously fulfilling a role as a global 

team member or leader? (Please indicate with an X) 

Yes  

No  

Other (please clarify below)  

Question 2 

Are you a citizen or permanent resident of South Africa? (Please indicate with an X) 

Yes  

No  

Question 3 

How many years full-time work experience do you have? (Please indicate with an X) 

0 – 4 years  

5 – 9 years  

10 – 14 years  

15 – 19 years  

20+ years  
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Question 4 (Please indicate with an X) 

How many years work experience do you have in your current role? 

0 – 2 years  

3 – 5 years  

6 – 10 years  

11 – 15 years  

16+ years  

Question 5 

Would you be able to afford me 45- to 60-minutes of your time for a face-to-face 

interview? 

Yes  

No  

Draft questionnaire/Interview guide 

According to Creswell (2013) to conduct effective phenomenological research 

participants need to be asked a minimum of two broad general questions: (1) “What 

have you experienced in terms of the phenomenon?” and (2) “What contexts or 

situations have typically influenced or affected your experiences of the 

phenomenon?” (p. 81). Creswell (2013) advises that other open-ended questions 

may be asked and that these should also lead to textural and structural description 

of the experiences and provide understanding of the common experiences of the 

participants. 

Introduction 

Thank you for agreeing to participate in this interview which will contribute to my 

research project in fulfilment of the criteria of an MBA through GIBS. I will ask you a 

number of questions relating to your organisation, role and personal experience in 

fulfilling the requirements of your role. Please answer as directly and 

comprehensively as possible. If any question is not clear to you, kindly ask for further 

clarification before proceeding to answer. 

Question 1 

How would you describe your global organisational structure? 
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Question 2 

Do you believe that this chosen organisational structural design is suitable and why? 

Prompts for the interviewer:  

• Size, shape, and type of organisation 

• Degree of formalisation and centralisation 

• Hierarchical level of individuals and groups under consideration 

• Spatial distances between individuals/groups 

• Organisational culture or climate 

• Strategy or goals/purposes of the organisations 

• Composition of the people in the organisation 

• Types of technology, processes and policies in use and degree of standardisation 

• State/condition and organisational health 

• Organisational life cycle stage and current duration of leadership effects 

• The environment 

Question 3 

What is your current role in the organisation in a domestic and global context? 

Question 4 

Can you expand on the tasks associated with your role? 

Question 5 

Can you expand on the relationships that are critical to your role? 

Prompts for the interviewer: 

• Task responsibility 

• Relationships maintained 

• Daily/weekly/monthly expectations 

• Complexity experienced in these dimensions 

Question 6 

How would you describe your leadership style? 

Question 7 
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Have you experienced anything or any situation that you perceive as having 

influenced your ability to lead in a local context? 

Question 8 

If you were given the opportunity to give yourself one useful insight about this role 

before accepting it, what would it be? 

Concluding remarks 

Is there anything further you have thought of that you would like to add as a 

concluding remark or guidance you can offer on conducting this interview with other 

participants? 
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