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The Significance of Occupational Identities — Leadship in the
Chemical Industry

Introduction

Competitive pressures and increasingly frequengereand acquisition activities
have had a strong impact on UK and German cheroaabpanies over the last few
decades. Many chemical companies have reactedigdyhremoving hierarchical
layers and started to employ the principles of engrment and teamwork. One of
the consequences of this type of structural chasgbe wider span of control of
middle and lower level managers who are facing ¢hallenge of empowering
subordinates and becoming facilitators and teardeleathemselves (Hill, 2004).
Within this process of change, managers have teedonterms with their leadership
roles and have to develop leadership behaviourwhatld fit the expectations and
needs of the organisation and their subordinates.

To help them with this change, it is important twastigate what they think
leadership is all about and what seems to influghe& leadership behaviour within
an organisational context. Once we have an undelsig of this, we may be able to
tailor our advice better and with a greater caretlie contextual pressures they may
face. Given the international practice of many mmoderganisations it is very
important to understand the influence of nationain as well and to therefore study
the perceptions of managers on leadership acrosstraes. Previous comparative
research into leadership has narrowly focused atdlmimanagers’ perceptions and
used a few organisational and national value dimendactors as the main
explanatory factors of differences in leadershighawour across countries (e.qg.
Brodbeck et al., 2000; Smith et al., 1989; Ardidhand Kuchinke, 2002; Jung and
Avolio, 1999). It is now time to build upon and emt these rather limited insights
via more qualitative and in-depth research intalézahip.

Consequently, this paper discusses the result®®fglalitative interviews with
managers and non-managers in the German and UK iCddendustry with a view to
understanding the perceptions on and constructideadlership behaviours amongst
the participants of this study. The analyses of daga set aim at furthering our
understanding of factors that may influence theettgwyment of a specific leadership
approach.

Contextual Influences on Leadership — the Literatue

Over the course of the Y0century, leadership theory and research has been
dominated by the attempt to find universal or alively nation-specific attributes,
skills and behaviour that would distinguish leadgsn non-leaders and effective
leaders from non-effective leaders (e.g. Stogdl#¥8 and 1974; Lewin et al., 1939,
Blake and Mouton, 1964, McGregor, 1960; Fiedle§7,9room and Yetton, 1973,
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House and Dessler, 1974, Hersey and Blanchard,; 1B&¢hs, 1978, Conger and
Kanungo, 1998, House, 1977, Avolio and Bass, 2G080.d.eadership Theory has
evolved around this fundamental purpose, becomimgreasingly complex as
researchers realised the significance of context ted to account for it. The
dominant leadership theories of thé"2fentury originate in the US and have focused
on formulating models that would allow researchersategorise managers according
to several pre-defined leadership styles, accogriin a narrow set of pre-defined
contextual factors such as skills of subordinaieshnology, span of control etc (e.g.
Blake and Mouton, 1964, McGregor, 1960; Fiedle§7,9room and Yetton, 1973,
House and Dessler, 1974, Hersey and Blanchard, #8841 Empirical research at
national and cross-country level has therefore iy &rge adopted a quantitative
approach and mainly utilised standardised quesaines to find patterns of leadership
style and to explain variation in leadership stylesa narrow set of contextual factors
(e.g. Brodbeck et al., 2002; Smith et al., 198i¢vili and Kuchinke, 2002; Jung
and Avolio, 1999).

A recent review of empirical studies on leadership Bryman (2004) has
explicitly shown that leadership research was dateith by purely quantitative
studies in the 1970s and 1980s, but has now gametkethodological diversity and
especially in the increase in qualitative reseastdrting in the late 1980s. Yet, it
seems that the ‘self-administered questionnairestils the dominant data-gathering
instrument in leadership research (Bryman, 200#4Jatt, Lowe and Gardner (2002)
reviewed 10 years of publications in theadership Quarteriand found that 64% of
all studies employed some form of questionnairedbect data and that only one
third of the studies used qualitative research oethThey also found that 81% of
first authors resided in the USA whilst only 39%tloé studies were based in nations
outside the USA.

This quantitative approach to leadership reseasshimportant limitations and
weaknesses. In a nutshell, quantitative studie®r@rthe interactive aspect of
leadership and treat it as a purely individualifadtie. They utilise a very narrow set of
contextual factors to explain the existence andatiffeness of a specific leadership
behaviour and therefore limit the potential of gigs into the phenomenon leadership
(e.g. Brodbeck et al., 2002; Smith et al., 1989digmvili and Kuchinke, 2002).
Furthermore, these quantitative studies tend toomdy focus on middle managers,
asking them for their opinion on their own leadgrs$tyle, which bears the risk for
bias and measuring attitudes instead of actuaiMimima(Conger, 1998). Also, cross-
country analyses of leadership (e.g. Brodbeck.e2802) tend to ignore national and
linguistic differences by imposing leadership ptgpes of one national origin on
other countries. Using standardized questionnames leadership prototypes and
simply translating these into different language®ans imposing a system of pre-
defined answers on participants (see GLOBE projehe results from any such
study will be a reflection of what the participatii;k would be a socially acceptable
way of ranking the pre-defined leadership styléswill not tell the researchers
anything about the country-specific leadershipitaites that may not be on the
predefined list but may in fact be of greater impoce and significance to the
participants than any of the leadership prototyjpas have been coined in a different
country within a different linguistic and institatial context.
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Further, at cross-country level research studiesh sas the GLOBE Project
(Brodbeck et al.,2002) have explained variationlegadership mainly via national
culture dimensions as first developed by Hofstet#8Q). Apart from the limited
insight that is gained through such a narrow fodogortant criticism has been
voiced (i.e. McSweeney, 2002) that calls the wvaflidof such general cultural
dimensions into question. Hofstede’s underlyingptléical assumptions presume that
national culture is implicit, core, systematicatigusal, territorially unique and shared
(McSweeney, 2002). This means that a national iigi‘common’ to all individuals
within a given territory and indeed ‘unique’ to thehabitants of this territory.
Hofstede also endorses national cultural determiridcSweeney, 2002), i.e. that the
national culture is the major determinant of aniviial’'s behaviour. These strong
assumptions have been criticised heavily and inseiadeed questionable to assume
that every person in one country has the same fsedloes that is guiding his/her
behaviour. Researchers should broaden their appraad look at other national
factors such as history, education and professidrnytand understand some national,
regional, professional and personal patterns afeeship.

The Study

With a view to overcoming some of the above-memibhmitations of previous
cross-country leadership research, this study veaslucted from an interpretivist
approach to leadership and utilised qualitativehmes that allowed the researcher to
understand the world from the perspective of itsigpants and treat reality as a
projection of individual imagination (Morgan and Berch, 1980). While there are a
variety of qualitative research methods to choosmf qualitative interviews seemed
to be most useful to for this project, as they eomcerned with analysing and
understanding lived experience (Marshall and Roasrh896). The final choice of
methods was made in favour of semi-structured vigess with employees with and
without managerial responsibility.

The interview questions ask the participants tb@iate on their own opinion on
what constitutes leadership in the organisationatwimpacts on the behaviour of a
leader and what kind of leadership is displayedhey superiors and generally within
their company. Furthermore, the interviewees ace@raged to talk about their daily
interaction with superiors, subordinates and cgles as well as their own leadership
styles. At the end of each interview, the researsheuld hence be able to understand
exactly what kind of job the interviewee is doinghom he/she interacts with, what
counts for that person as leadership behavioumdrather and how this is exhibited
by their superior or generally within the compahgyt work in.

In awareness of potential caveats such as inteeviereflexivity, lack of
generalisability, possible self-selection bias asihgle respondent nature of
gualitative interviews, this research has been cittedh to constant, careful
impression management; interviewing at least twiostdinates of any manager and
bearing in mind a potential self-selection biasmythe interviews and analysis.

Sample
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The total data set of this project consists of it@érviews — 63 managers and 42
employees without managerial status. Managerialista defined as either a position
that other employees formally or informally repimto and could hence be labelled as
a position with people responsibility. 78 of the5literviews were conducted in a
total of 9 chemical companies located in Germany e other 27 interviews took
place in 3 chemical companies located in the UKe Tbmpanies in each country
vary in firm size, industry segment, firm age amé &cated in different regions

within each country.

Summary of Companiesin Germany

Organisational Department/
OISR S TE: Departments Firm Size
Plant, Analytic
Firm A Specialty Chemical: Labs, Technical 1,200 at the site
Sales

Washing Powdet

Firm B Specialty Chemical Plant

99 in the plant

Construction Law Department, 6,900 worldwide —

e Services Sales and R&D US HQ

Quality Control,

Firm D Specialty Chemical 120 in Germany

Production
Construction Sales and
Firm E Services Technical 50 in Germany
Support
Sales, Quality
Firm F Constrgcnon Management, 1,600 worldwide
Services Corrosion
Protection

Firm G Chemical Textiles Chemical Plant 100 in the plant

FirmH  Specialty Chemical: ™ = - fling HE e

Specialty Chemical

_ Distributor Sales 8,500 worldwide

Firm |

Summary of Companiesin the UK

Organisational Department/
OISR S TE: Departments Firm Size
Specialty Plant, Analytic

Firm A 200 at the site

Chemicals Lab, Sales
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16

18
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10



Specialty Plant, Analytic

Firm B Chemicals Lab. Sales 75 at the site 8
Eirm C Specialty HR, Technical 70 at the site — US 9
Chemicals Service, Finance HQ

Data Analysis

The interviews in Germany and the UK have been gotedl in several waves,
lasting for two weeks and including between 12-@terviews during each wave.
Each interview was tape-recorded and supplementedidbes taken during the
interview. In between each interview wave, thesgesaand notes were then used to
transcribe, code and analyse the interviews. Bapet the experience and analysis,
the interview questions were updated to accounaifiyrgaps that have arisen and to
get the full depth of possible answers to the mesequestions.

Znaniecki (1934) coined this reflective approachd asalled it the analytic
induction approach. It entails a process of firdéntifying hypotheses on the
definition or explanation of a phenomenon and teamlying many cases of this
phenomenon while constantly realigning the initighotheses with the findings from
each case until both constructs coincide.

Findings

The following findings represent a small sub-sethef overall data set and aim at
answering the Research Question of “What are theeped determinants of
leadership behaviour?” To gather relevant datadhatprovide insights into what the
perceptions of participants are on this, the ineanwincluded the question: “What do
you think affects/influences the behaviour of ad&” The content of the answers
differed greatly and none of the influential facgtonentioned by the participants were
indeed mentioned in all 105 interviews. This mearstrict terms that there is not one
specific factor that from the participants’ point view seems to be generally
influencing the display of leadership. However, tlaiety of contextual influences
offered by the interviewees is an interesting fgdin itself and could motivate
further research into these factors, which haveaitt not been incorporated in
existing leadership models. The first part of thestion will discuss these factors as
they have been expressed by the participants. ddéend part however will look at a
potentially important factor that has arisen oubb$ervation and comparison of the
descriptions of actual leadership behaviour. Itnsedhat there is an overriding
similarity in leadership behaviour within departrt&nacross organisations and
countries.

Opinions of the Participants

As mentioned above, there is a great variety inat@vers of the participants to
the question “What do you think influences the hadar of a leader?” Nevertheless,
there are a few contextual factors that have bddreased proportionately more often
than others throughout the entire sample and carergly be summarised as
education and training, personality and daily crinte
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The importance of education and training/experienes addressed in different
ways by different participants. Some stressed tifeudnce of the behaviour of
previous superiors, the route taken within the fand personal experiences in social
interaction. Others referred to the influence g@her education on the behaviour of a
leader and explained that a lot of senior manageds directors in the Chemical
Industry tend to hold a university degree in Chémiand have never received any
personnel/HR training. Exposure to the behaviouotbkr leaders also seems to be
very important. A sales director at the German #rput it this way:

“Surely first of all how oneself is being led. Eydeader is being led, gets goals and guidance
from somebody above.”

Connected to the influence of training and expeeeis the influence of the daily,
organisational context. The behaviour of superioodieagues, subordinates, general
stress levels and hierarchical position seem t@ lsaeomparatively strong influence
on leadership behaviour. A leader can, for exangiy delegate as much control to
her/his subordinates as she/he gets from above, Atsne of the managers said that
their supervisor's leadership behaviour is quitepomtant for the success and
legitimacy of their own leadership behaviour andregsuggested that they would not
be able to work together with someone who has apteiply different leadership
style than their own. The production coordinatothet German Firm B for example
said about his female superior:

“If Mrs ... has a cooperative leadership style asl,wbkn it is good, because then we can work
together. If this were not the case, then we wbalge a big problem”.

Stress was mentioned as another factor that infeethe behaviour of a leader
and determines the degree to which a manager lasntle to lead. Bryman et al.
(1988) found similar evidence for the strong influe of the nature of a situation on
the ability of a leader to be participative or diree in construction projects.
Something that may be expected to be more an asloaver hierarchical level, but
that | found at almost all hierarchical levels he tconflict that managers face when
they have to act like a buffer and reconcile thtergsts and needs from superiors
(above) and subordinates (below).

Finally, most of the interviewees said that lealdgrdehaviour is a personality
issue. Hence, although the behaviour of an orgaoigd leader may be somewhat
affected by contextual circumstances, some intere@s believe that a leader will
never change completely and that his/her succgssnds on the fit between his/her
personality and the circumstances. In fact somth@fmanagerial interviewees had
quite strong views about this and said they wowden change for the sake of
pleasing their superior@thers attributed personality differences to theeowation of
different types of leadership behaviour within thaiganisation:

“| think certainly personality. Different people k& naturally different approaches and that
personality can be born with it and developed tghmut childhood. So if you do a personality
profile on some people, they are typical alpha-mgde to be doing this, got to be doing that and
obviously that comes out in their styles when timegnage. Other people are typically more
considerate, thoughtful, take a backseat mayberrfevee themselves or their opinions to the
front.” (R&D manager, firm A, UK)
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The influence of the local context on leadershis heeen theorised on by
academics following the interpretivist or constivist approach to leadership and the
findings discussed above support this argumentaféwcus on the local context to
understand leadership behaviour in greater dejpté.phrticipants in this project have
pointed out a variety of factors that may influent®e emergence of a specific
leadership behaviour and these have been summasstte influence of education
and training, daily context and personality. It Hagher been illustrated that these
factors are specified and understood on an indalithasis, mean different things to
different people and hence provide support fordhique of previous studies (e.g.
GLOBE project; Ardichvili and Kuchinke, 2002; Juagnd Avolio, 1999) that have
concentrated on purely organisational or task atarstics and national culture as
contextual influences on leadership.

Departmental affiliation

Looking for further themes in the data concerningatvmay influence a leader’s
behaviour in an organisation, the data set wasledvinto national, organisational,
hierarchical and departmental sub-sets. It waseidbe latter sub-sample that proved
to be most interesting in terms of similarities described leadership behaviour.
Comparing the descriptions of leadership behavieithin the same departments
actually reveals that there is a fair amount ofsistency in leadership behaviour
amongst, for example, lab managers, plant managetssales/marketing managers
both across organisations and nations. Managdedsfgenerally described their own
behaviour as quite laissez-faire and hands-offsstoautilise the self-motivation and
creativity of their subordinates. One of the lathtacians at the UK Firm B explained
that lab managers do not need to be hands on ectd® as most of the lab
technicians find their motivation in the very wdhey are doing:

“If you do, and this sounds terribly sad, but iuygo to university and you do chemistry and you
want to do it for living that is your motivation.oSmost of your motivation or lets say my
motivation comes from actually wanting to do it.dAhwouldn’t want to do anything else. So, but
that is half of it, so most of your motivation casreom that really. Wanting to do a good job,
being a professional, using the knowledge you‘veiganother application...”

Interaction with subordinates therefore tends taldéscribed as relaxed and a few
of the lab managers identified their main respaligibto be the coordination of
tasks/projects and the provision of theoreticali@f at all needed.

On the other hand production or plant managers deelbe more hands-on and
controlling due to the sensitivity of chemical pesses that are dealt with on the shop
floor. The sensitivity of chemical processes and tieed for a clear structure of
responsibility and control has been mentioned byersg¢ production workers and
managers in this sample. Further, a fair amounntefviewees working in a plant
environment have identified supportiveness as dnthe crucial roles of a leader,
which ties in with the need to be more hands-omal, sales and marketing
managers seem to need a bit of both approachey. areegenerally dealing with
professionals as subordinates who tend to neéldbntrol or supervision, yet cannot
be too hands-off due to the close exposure to ¢iahmmatters and clients. Both
within the German and the UK sample, almost all agens fitted into these
departmental categories.

www.performancecoachtraining.com



It was generally very interesting to see that spanicipants seemed quite aware
of departmental differences in leadership behaviddinen participants were asked
whether they or their boss’s leadership behavisusimilar to everyone else in the
company, some participants started to reflect uphmse departmental differences
themselves. One sales/ marketing project managimnA in Germany described it
this way:

“Well | would say that in production, for examptbgre is a very harsh tone. You can say they are
all trained workers but maybe not with a universiggree. They are coming lets say from lower

social classes, without putting value on it, whenaybe already the father shouted at the

son...’you do it this way...". (...) | think specific pple need specific leadership styles.”

It should be mentioned at this point, that the Cleahindustry is quite unique in
the sense that technology, organisational strustarel practices are very similar
across countries and the importance of highly écistaff is a characteristic of both
the UK and German Chemical Industry. The compagbtiviess significant
similarities in leadership behaviour within natibsab-sets compared to departmental
sub-sets may therefore be partly attributable te tominant Industry-specific
organisational structures and demands.

Social Identity Theory and Leadership

Given this seeming importance of departmental iafidn and impact of
educational background on the understanding oethergence of certain leadership
behaviours, it seemed necessary to go back tatéinature and explore it for possible
theories that may explain these findings. The ditere on leadership and social
identity seemed most relevant and insightful.

Identity as an approach to defining a human bemgntricately linked to the
human ability to be self-conscious, i.e. to have thapacity to reflect upon’
themselves and to see themselves as separate<nfitihe social world (Collinson,
2003, p. 529) and possibly as members of sociallysttucted entities within this
social world. Drawing upon the works of Durkheimpliiison (2003) expresses a
notion of caution not to exaggerate this perspectd autonomy through self-
consciousness, but to remind ourselves of the lsograditioning and pressures that
may directly or indirectly influence the identityrmiman being adopts or develops.
Building upon this, it is important to be awaretbé changes in societal pressures
over time and to understand the influence thisHaak on the changing identities of
individuals and groups within these societies (@stin, 2003). Over time, with
greater freedom of expression, equity and abilityativance and learn has equally
come the pressure of the ‘success ethic’, i.e.abostatus attached to personal
advancement and careers (Collinson, 2003, p. 931.greater the influence of this
success ethic on identities, the greater will baedies associated with job insecurity
and the de-valuing of less career oriented jobd-g8@ancement is further often seen
as contradictory with manual jobs (Collinson, 2Q0&hich may lead to ‘identity
crises’ of those working in manual jobs.

At the workplace, the pressures on identities may hieightened by power
structures, positions, technology etc. and may lggurdluence the development and
display of leadership behaviour in organisatiorieriers et al. (2004) have explored
this issue from a work motivation point of view alodked more specifically at social
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identity. The core assumption of social identitedhy is that individuals tend to
primarily think of themselves and others in ternmisembership in different social
groups. The ‘self is considered to be context-ssesand variable’ and therefore
changes depending on ‘who we compare ourselvesdanavhat context’ (Haslam et
al., 2000, p. 327). This is further associated whidh intra-psychological processes of
social categorization (coping with information bagtegorising people into groups),
social comparison (categories are invested withningd, and social identification
(relating information about groups to the self)l¢ilers et al., 2004). Haslam et al.
(2000, p. 323) differentiate personal identity freorcial identity and treat these two
as different levels of self. The personal identi#ywhat makes a member of a group
different from the other members of a group, whdstial identity — according to
Turner (1982) — is driving one’s motivation to hgsychologically interchangeable’
with members of a group that share the same sdeatity. Haslam et al. (2000) also
argue that there is no true self, but that theedafit personal and social identities
somebody may adopt are equally important and aecpuesice of social interaction
and the context a person is situated in (Haslaal. e2003). Motivation at work may
therefore be intricately linked with the will to mply with the group norms and
values, which may be very useful for the overaltfgenance of a work group
(Haslam et al., 2000). Indeed Haslam et al. (2@G@R)pt Turner’'s (1982) argument
that it is social identity that makes organisatidmehaviour possible, as they suggest
that a strong social identity of a group has a tp@siinfluence on group
communication as members are more willing and dpecommunicate and will be
more likely to interpret communication in similaays as their co-members.

Ellemers et al. (2004) make the link to leadersh# these intra-psychological
processes and propose that followers think mordiypslg about their leader if this
leader is able to create a shared identity orradterely shares a common identity of
an existing group. Hence, leadership is suggestée positively influenced by group
membership, i.e. the leader being identified agagroup member rather than an out-
group member. Being ‘prototypical’ (Ellemers et 2004, p. 488), i.e. endorsing the
shared identity, representing it clearly and prongpthe distinguishing of the group
towards other groups is further proposed to hapestive impact on the existence
and acceptance of leadership. Haslam (2004) pountghat prototypicality may be
seen as a constant process of influencing the Isdeiatity — acting as entrepreneurs
of identity — and being influenced by it.

Previous to Ellemers et al.’s (2004) work on soiahtity theory and leadership,
Hogg (2001) has looked more closely at the themaktink between the above
mentioned intra-psychological processes and thatioreand success of leadership.
He described leadership ‘as a group process gewkelst social categorisation and
prototype-based depersonalisation processes’ (H2@@1, p. 184). Hogg (2001, p.
185) starts his application of social identity the@n leadership by drawing the
reader’s attention to the relative lack of analysithe leadership literature on ‘social
cognitive processes associated with psychologicdlBlonging to a group’.
Psychological analyses had previously focused @nitidividual leader, personal
traits and charisma, and ignored the interactiyeeesand increasingly common
group structure in organisations. Hogg (2001, p6)lé&rerefore stresses the
importance of further research exploring concepishsas prototypical behaviour
dynamics of a ‘psychologically salient in-group’riglation to leadership. Looking at
the dynamics of self categorisation and prototyjicaf in-group members, Hogg
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(2001) further introduces the process of deperssatan that is triggered by social
categorisation. The pressures of social categarsatad to the negligence of the
acknowledgement of individuals as unique and naddfed and instead enforce
primary attention to the matching of people acawgdio in-group and out-group
prototypes. Such a focus on prototypicality inste&dhdividuality may be enhanced
within organisations by organisational structut@srarchy, accounting or budgeting
systems etc. and may even provoke clashes betwdmduality and prototypicality.
Combining this focus on prototypicality with a gese motive of uncertainty
reduction within organisations may then explain¢hategorisation of a workforce into
salient groups that are enforced via self-categbos and self-evaluation. According
to Hoggs (2001) these continuous processes otatdforisation and prototyping can
to a certain extent explain the existence of leader light of social identity theory,
Hoggs (2001, p. 188) defined leaders as those velve disproportionate influence
and power ‘to set agenda, define identity, and hsabpeople to achieve collective
goals’. The ability to exert this influence and berbe recognised as a leader by
followers increases with the prototypicality of tleader as it is the prototype that
group members will ultimately conform to. Finalliya leader embodies the prototype
of a salient group, the other members will respesther decisions and influence, and
view it as being in line with the values and emasiof the group.

Other articles such as Shamir et al. (1994), Vanppenberg et al. (2004),
Reicher et al. (2005) and Sveningsson et al. (20@8¢ explored the link between
social identity, leadership and followership and sdipport the influence and
importance of these links. Overall, it can be ghmt from a social identity point of
view, it appears essential to study leadership asollective and interactive
phenomenon. It seems further prudent to includeakadentity and the affiliated
concepts of self-categorisation and prototypicaitity the bundle of factors that may
influence the development and existence of leagersbhaviour in organisations.
These factors should be treated as highly dynasimeémbership and prototypicality
may change significantly over time.

Social Identity of Departments

Trying to link the above-mentioned contextual iefigces of
education/experience, daily context and person#ityhe similarities in leadership
behaviour found within departments, it may be usédudraw upon the insights
gained from the social identities literature.

Assuming that identity shapes behaviour and thatstbcial context shapes our
identity, it could be assumed that social inte@ctand therefore behaviour shapes
identity. If this was true, we could use displaysthaviour in organisations to try to
understand underlying personal and social idesti#gplying this line of thought to
the data of this research, means that we canhimlascribed influences of personality,
education/experience and daily context to simiksiof leadership behaviour within
departments. A certain leadership behaviour mandieative of a social identity that
has been influenced and shaped through daily ictieraand a shared educational
background. Being, for example, a lab manageraheamical company requires most
of the time a degree in chemistry or even a PhEhamistry. As discussed above, this
lab manager most often faces subordinate techsicmth an equal education or
training background and the nature of the job nexguthe technicians to use their
knowledge for product innovation and development.ithitv this specific
environment, we can expect a shared identity thahaped by creativity, respect for
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knowledge and similar thinking/analytical pattestemming from similar education
backgrounds. According to social identity theoryeader in a lab environment will
be expected to be very prototypical and therefareetnbrace the principles of
creativity and respect for knowledge. This impllesving a cooperative, hands-off
approach to leading subordinates. Occupation is tier key driver of prototypicality
within this social group and reinforced by the gaibntext of social interaction with
superiors, colleagues and subordinates.

This line of thought can be easily applied to sald marketing departments or
accounting departments, where training or educatidhin the occupational area is
equally important and a prerequisite for most jod%ie elements defining
prototypicality of this social group are the difetiating factors based upon the
occupational affiliation. Production settings are sightly more complicated
environment, as training may sometimes be lessdbemd occur rather on-the-job.
However, production plants are often divided inhafts and within these shifts you
can again find social identities that are then sHapy the individual members and
their experience together. Acceptance of a leadirinathis environment would then
be based on his/her similarities with the membdrshe group. Also, individuals
working in production or manual jobs in generalrsde form — in Western countries
— a distinct social group. The ‘success ethic’ escdbed by Collinson (2003) has left
workers in manual jobs in an identity crisis thauld possibly heighten their intra-
group identification. The emergence and acceptahdeadership within this setting
may ultimately be driven by emotional, experiengerelationship-oriented issues
rather than educational issues.

Based upon these findings and the link to socmihtitly theory, shared education
and experience could be the main drivers of prpioality within departments, which
are strengthened by daily social interaction of thembers of the department. By
sharing common knowledge and occupation-specifigoja, prototypicality of the
department as a social group is secured and arleadexpected to behave
prototypically, i.e. in line with the rules and uabk of this social group. Within this
specific sample of 105 participants, the departalesbcial identities hold across
organisations and countries, suggesting simildnemices of education and on-the-job
experiences across national borders. The behaubl@aders seems to be primarily
influenced by the social identity of the departrsetitey work in as followers will
look for prototypicality in a leader. Consequenyptotypical behaviour on the part
of the leader then reinforces the social identityhe department. It is important now
to investigate through further research whethes fimding is generalisable beyond
the boundaries of the Chemical Industry and to tstded the influence of
occupational and departmental identity on leadprétither as such an identity is
linked to self-regulation of members sharing tldentity and may ultimately reduce
the need for managerial intervention in departm@dgslam et al., 2000).

Theme 1. The interviewees have identified education/exgee, daily context and
personality as the main influences on the developmkleadership behaviour.

Theme 2 Leadership behaviour seems to be strongly inflednby education and
departmental affiliation.
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Theme 3 Social identity theory can explain the simila#iin leadership behaviour
within departments. Shared education and experigince prototypicality within
departments and daily social interaction strengthibis.

Concluding Remarks

The changing nature of work and organisationalcstines changes the role of
lower and middle managers in the UK and German @anndustry and forces
them to strengthen their leadership behaviour. f@blke a broader insight into the
display of and influences on such leadership behayithis study adopted an
interpretivist approach to leadership and useditgii@ke interviewing as a method for
data gathering. Analysing the qualitative answevergby 78 German and 27 UK
participants from different organisational levelsdadepartments led to some very
interesting and thought-provoking insights.

This study has shown that leadership behaviourinvitiis sample tended to be
very similar within departments and appears totbengly influenced by education
and departmental affiliation. In fact the similg# in leadership behaviour within
departments were stronger than within organisat@nsountries. This finding calls
the claim of previous studies (i.e. GLOBE projeotparding the importance of
national culture as the main explanatory factoleatiership behaviour into question.
Country-origin matters, but it does not seem totemgturely from a national culture
point of view. We need to broaden our analysiseafdership and look for more
‘local’ influences on leadership such as countrg eggional idiosyncrasies as well as
acknowledging the similarities that may exist betswebehaviours of leaders from
different countries. The significance of departra¢fotcupational similarities in this
sample has illustrated the need for a more flex#gproach to leadership and the
connection of leadership theory to other area®oias$ science. The attempt has been
made in this paper to explain the significance o€upational affiliation via the
arguments of social identity theory. A tentativenclasion was drawn and it was
suggested that shared education and experiencel dmulthe main drivers of
prototypicality within departments, which are styghened by daily social interaction
of the members of the department. By sharing comkmmwledge and occupation-
specific jargon, prototypicality of the departmexst a social group is secured and a
leader is expected to behave prototypical, i.dinm with the rules and values of this
social group.

More theoretical and empirical research is needeexplore this finding of the
influence of departmental/occupational identitiesl@adership behaviour and should
attempt at answering the following and related tioes: Are the findings a
consequence of the unique characteristics of theabldlk German Chemical Industry
or is the importance of departmental identitiedex#éd in other industries and/or
across other countries? What is the link betwegradmental, personal and national
identities and their influences on leadership? Wikathe role of differences in
educational systems across countries and theirangraoccupational identities?
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