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Summary: The purpose of the present article is to present and attempt to explain the manage-
ment process from the perspective of leadership. The article is based on the empirical studies
carried out in Poland and Lithuania on the managers’ population. It also indicates the results
of the research in this area carried out worldwide. The results of the studies give grounds to
draw interesting comparisons and conclusions as to the attitudes and the behavior of the man-
agers in these two countries.
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1. Leadership — recent research perspectives

The global economy, internationalization, and other phenomena constitute challenges
for managers in business organizations. Moreover, they also give a possibility of
improving the competitiveness of the organizations and increasing market value.

However, this is not such simple indeed, it imposes many requirements for
managers — the decision-makers. It is their knowledge and skills that often influence
the market success of an enterprise [Rakowska, Sitko-Lutek 2000; Senge 1988,
pp- 330-349].

With regard to the proposed topic of the research, the status of theoretical
knowledge is very diverse. With regard to the issues concerning management, we can
say that it is satisfactory, although it still lacks practical examples and the descriptions
of specific cases, particularly regarding modern management [Katz 1955; Boytatzis
1982; Mullins 1992; Thornton, Byham 1982]. There is also a lack of methods or
specific indications, even the specific tools for examining each managerial function
[Sutkowski 2002, pp. 9-20]. Its specificity is certainly shaped by the country and
the environment in which we grow [Bjerke 2004, p. 19]. The gap will be filled by
presented research results. In addition, it can be concluded that the cross-cultural
studies are not well-developed in general.
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The studies regarding the knowledge, skills, and managerial roles in Poland do
exist. In principle, however, they vary from HR management issues to the research
of psychologists [Listwan 1993/1994; Chetpa, Nawara 2002; Bartosik-Purgat
2006, p. 147; Liu 2003]. The studies that show the attributes of executives which
are analyzed in the perspective of classical management functions are residual in
general. In addition, there is really no comparative research (between countries).

Indeed, managers largely influence the long-term effectiveness ofan organization.
[Kotter 1988, pp. 21-26; Griffin 1996, p. 493; Kostera et al. 1988, p. 422]. A unique
combination of the characteristics, skills, knowledge, and attitudes of managers
creates jointly a pool for the development of a company. Looking at this area of
research creates an impression that the previous studies were predominantly
descriptive and that there is a lack of the research conducted using the same tool
in different cultural areas. [Steinmann, Schreydgg 1998, pp. 400-404]. It appears
that conducting cross-cultural research is of particular importance when it concerns
areas geographically close and, therefore, culturally, although different in terms of
the level of economic development.

The matters related to managers and their impact on the effectiveness of the
organizations were analysed and studied in the Polish and world literature with
respect to certain aspects [Thierry et al. 1994, pp. 69,173; Wodecka-Hyjek 2001,
pp. 81-82; Oleksyn 1999, p. 7]. Having carried out literature studies in the area, we
can state that there are not enough results of research studies and analyses, actually
comparing selected problems of the management in different countries. Most cross-
cultural studies relate to the impact of national culture on managers’ behaviours in
their workplace and the so-called “cross-cultural management”, which are typically
limited to the multicultural team management [Hofstede 2000; Zander, Butler
2010].

The examinations of the attitudes, knowledge, characteristics, and behavior of
executives are generally extensively carried out. Despite the increasing number of
empirical studies, there is a gap that the proposed research will be able to fill at least
partially [Korczynska 2000, pp. 510-519; Senge 1998, pp. 330-349; Hunter 2007;
Yammarino et al. 2005; Rowold, Heinitz 2007; Graen ef al. 2010].

Cross-cultural research requires the specific pluralism of research methods (the
choice of research methods, as well as the subject and object of cultural studies may
determine the results of research [Ochinowski, Grzywacz 2003, p. 251; Konecki
1985, p. 18; Draht et al. 2008].

A manager of tomorrow is the manager that takes into account cultural diversity
and the cultural context in his or her management activities [Crossant 2008]. The
one that has the vision and courage to continually learn and develop. Therefore, we
can confidently say that the presented research area is not yet fully examined and
described and referring to the changes on the market, especially the European Union
markets, we point out its cognitive and pragmatic value.
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2. Research methodology

The idea of the research project was initiated by the Vilnius University. The research
is meant to be the empirical verification of managers with respect to management
functions, such as planning, organizing, directing and motivating, and controlling.
The issue seems trivial to the point of view that is available in the theory; however, we
can observe a significant lack of practical studies that are devoted to the evolution of
the new management approach and avoid the teaching of “purely academic” nature,
which has a particular value.

In the era of globalization and the opening of some countries to the others, we
cannot omit the aspect of the organizational dynamics in different cultures. The
research recognizes international aspects, being the management exemplification in
the sample of Polish and Lithuanian managers.

The purpose of the present research is to examine selected aspects of
behavior, characteristics and managerial skills from the perspective of cross-
cultural management. Researching managers’ attitudes and characteristics in the
various cultural areas with diverse levels of development substantially enhances
the knowledge of the management field. Our research can achieve the following
scientific and practical objectives: the analysis and the systematization of the
various approaches addressing attitudes; the behaviours and the characteristics of
managers; conceptualizing and systematizing managers’ skills from the perspective
of management functions; the identification of managers attitudes, skills, and
behavior; the assessment of managers’ knowledge and competences.

It is also important to take into account the cultural aspect in the research,
which gives the possibility to develop methods of research useful not only from
the standpoint of the business in Poland, but also in Lithuania and possibly in other
countries. The results of the research will certainly be a basis for the formulation of
interesting conclusions ceoncerning managers’ attitudes and behaviours in these two
countries.

The empirical studies were carried out in Polish and Lithuanian companies, and
also a general model was developed that helped in describing and researching the
attitudes, skills, and knowledge of managers, understood from the perspective of
implementing management functions in terms of organizational effectiveness.

The research included managers of different management levels in the
organizations operating in Poland and Lithuania. The organizations of different sizes
and with varying types of activity underwent the study, which allows us to determine
the extent to which management tools are used from the prespective of the industry
or the size of the organization.

The results of the research were ordered by the following specific criteria: the
size of the organization, the share of foreign capital, the type of activity, the age of
respondents, sex, seniority, and level in the hierarchy.



312 Ewa Stanczyk-Hugiet, Sylwia Stanczyk

HPoland ™ Lithuania

micro small-sized middle-sized large

Fig. 1. The structure of the researched sample — organization’s size

Source: authors’ own study.

The sample group was surveyed and interviewed. Finally, the managers of 502
organizations in Poland and 507 managers in Lithuania were surveyed. Figures 1, 2,
and 3 present the researched sample in detail.

As shown in Figure 1, the structure of the sample, due to the size of the
organizations in both countries was similar. Differences are observed in micro- and
medium-sized organizations (circa 7%).
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Fig. 2. The structure of the researched sample — companies with foreign capital

Source: authors’ own study.

The structure of the sample, taking into account the capital ownership of the
research subjects is at the similar level in the Polish and Lithuanian organization.
Foreign capital in the capital structure of the company means the answer “yes”.
This is undoubtedly the effect of the globalization, whereby foreign capital becomes
increasingly dominant in national economies.
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Referring to the type of business, it should be pointed out that the largest share
in the study is for the services in both Poland and Lithuania (over 40%). This means
that de facto we have the largest supply of such companies, which shall conform
to the trends observed throughout the world, where the share of service companies
supporting the structure of the economy is the largest and is the result of the so-called
“knowledge-based economy” (see Figure 3).

others
trade ¥ Lituania
services H Poland
production
f 1 f - - .’
0 10 20 30 40 50
Fig. 3. The structure of the researched sample — organization’s branch
Source: authors’ own study.
Table 1. The structure of the researched sample — respondents
Variable Poland Lithuania
Sex Female 49% 47.3%
Male 51% 62.7%
Seniority less than 1 year 13% 7.4%
up to 5 years 49% 43.5%
up to 10 years 16% 22.3%
more than 10 years 22% 26.8%
Management Top level 22% 27.1%
level Middle level 54% 46.8%
First-line level 24% 26.1%
Age less than 30 53% 28%
31-40 25% 38.6%
41-50 12% 20.6%
51-60 9% 11.6%
more than 60 1% 1.2%

Source: authors’ own study.

The studies were mainly carried out using surveys with the help of interviews.
The research method is mainly the critical analysis of Polish and foreign literature
on the subject to identify the different concepts of identifying the characteristics,
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skills, attitudes, and knowledge of crucial importance for organizational efficiency.
The results of the study were analyzed and interpreted. Table 1 shows the structure
of the tested respondents.

It is worth noting that men dominate among the Lithuanian managers, whereas
in Poland the proportion is equal. Interestingly, most of the respondents worked less
than five years (more than 50% of respondents). In both populations, 50% of the
managers are middle-level managers. Their participation in the survey probably is
due to their greater availability than the top managers. What is also interesting is
that Polish managers are usually young people (53% up to 30 years). The research
trial diversity gives the possibility of obtaining a wide variety of responses and thus
a more objective diagnosis of the situation.

3. Research results

The research focused on all the functions of management. In this article, we present
only the results concerning only the directing/leadership. We shall now describe the
results.

Forming teams, and it should be stressed that today teamwork is the basis for
organizing tasks and objectives, the managers of the Polish and Lithuanian enterprises
(59% of responses) to the same extent indicated that their decisions are more based
on the specialization in the area than on universal skills (41% indications) (see [Day
et al. 2006; Ensley et al. 2006]).

In the opinion of the respondents, the position of the direct manager is the problem-
solver, co-ordinator (46% and 54%) rather than the dictator. The respondents also
pointed out an important role as a strategist (38% of Polish managers and 32% of
Lithuanian managers).

Similar responses concerned the research on the most used leadership style.
What is interesting is the number of indications of transactional and transformational
leadership style (see Figure 4). In transactional leadership style, there is a continuous
exchange between the leader and team members. The transacional leader is waiting
for other organizational actors who must respond to staffing team. In trasformative
leadership style, the mutual association between leaders and participants brings them
to a higher level of motivation and morality [Zawadzka 2000, p. 48; Burns 1978;
Armstrong 1997, p. 230]. The managers from Lithuania are more transformative
than managers in Poland. In general, the largest number of responses deals with
democratic (ca. 50%) in both populations.

In the case of surveying the opinion related to the perceptions of their own
position’ sources in company (see Table 2), the respondents can indicate more than
one answer. The results in this area are presented in Table 2.

Here the most often indicated answers were: skills and competencies and formal
position in the group of Polish respondents. In the Lithuanian population, we also
interviewed skills and competences and formal position with an emphasis on the
first.
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Fig. 4. The structure of researched sample — organization’s branch

Source: authors’ own study.

Table 2. The sources of leading position

Poland Lithuania
Formal position 51 36
Expertise knowledge 29 24
Skills and competencies 71 78
Being stockholder/owner 11 18
Charisma 15 18

Source: authors’ own study.

It is interesting to compare these results with the opinions on the sources of
power. In this case, the respondents had to choose one of three alternatives: formal
positions, expertise knowledge, or personal attributes. Polish managers mainly
indicated formal position (52%) and the managers reviewed in Lithuania indicated
expertise knowledge (49%). Personal characteristics in both populations were seldom
indicated.

We also tested the opinions about the structure of the time spent on the
implementation of the various management functions. Figure 5 presents the
answers.

Taking into account the objectives of this paper, we must emphasize motivating
and directing as managerial activities. Polish respondents indicated 24% (see
Figure 5) time spent on the implementation of these activities, while Lithuanian
managers 26% (see Figure 5). The differences in the responses are not significant.
Similarly, it looks like the situation with other functions. We can believe that cultural
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Fig. 5. The structure of the time distributed among managerial functions

Source: authors’ own study.

and economic considerations do not affect the structure of the time spent on the
implementation of the various management functions.

At this juncture, we need a closer look at the difference in the amount of time
managers spend on the various activities. We note in Figure 6 that the top-level
manager spends about 28% of time planning, whereas the first-level manager spends
about 15% of time planning. Likewise, the top-level manager spends 22% of time in
the leading activity, whereas the first-level manager spends most of their time (51%)
motivating and working with employees. Figure 6 depicts how managers at different
levels distribute their time among the various managerial activities.

Controlling
Leading H First-level
H Middle level
Organizing OTop level
Planning
T T
0 20 40 60

Fig. 6. The structure of the researched sample — organization’s branch

Source: based on Jones and Gareth [2008, p. 23].
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The study showed that organizing has the greatest importance for a career in the
populations of managers from Poland and Lithuania (see Figure 7).
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Fig. 7. The structure of the results — which management function’s effective implementation
had the most significant influence on managers

Source: authors’ own study.
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Fig. 8. The structure of the results — the implementation of which management function
is the most difficult for managers

Source: authors’ own study.
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In turn, it appears that relatively few difficulties make the function of organizing
and directing (consider Figure 8).
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Fig. 9. The structure of the results — the implementation of which management function
could be the most significant for managers’ future as leaders

Source: authors’ own study.

The respondents also pointed managerial functions which, in their opinion, may
influence their future careers. In this case, they pointed directing as well as planning.
Also organizing obtained a large proportion of indications (see Figure 9).

4. Conclusions

Synthetically approaching the evaluated results, we may draw several conclusions
related to managerial functions. The conducted research studies allow for stating
theoretical assumptions on the complex character and the importance of managerial
work. The second relevant conclusion is that the data obtained in Polish surroundings
are similar to those from Lithuania. A subsequent conclusion, which could be drawn,
is that managers overestimate the organizing function and put the emphasis on leading
as the activities influencing their future carrier. Finally, the conclusion confirms the
significance of planning activities.

The empirical results let us state that there are almost no differences in the
studied area. Nonetheless, the research shows that there are differences attributable
to different cultures. For instance, American CEOs are driven by a need to excel
in a competitive environment (they want to win) and they insist that money is less
important to them than professional achievement; but it is hard to credit that given
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the enormous inflation of top executive compensation packages in America in the last
decade. Adaptability is a pronounced characteristic of American leadership generally.
It is less common and less valued in Europe. American managers emphasize the
managerial dimensions consisting of supervisory style, decision-making, and control
mechanism.

The role models available for business leadership in different regions of the world
are also significant. In America, with its longstanding experience with professional
business leadership, the most readily available role model for the head of a company
is the corporate CEO. In China and Chinese-related businesses, it is the head of
a family. In France it remains the military general. In Japan it is the consensus builder.
In Germany today, it is the coalition builder [Quinn 2005, p. 2].

The findings indicate that US as well as Polish and Lithuanian management styles
differ significantly in overall management styles. However, an array of strands which
appeared in the research studies was not brought into the discussion — some of them
were intentionally omitted. The studies were designed to elicit clear conclusions on
a strictly defined part of reality.

Literature

Armstrong M., Jak by¢ lepszym menedzerem, Dom Wydawniczy ABC, Warszawa 1997.

Bartosik-Purgat M., Otoczenie kulturowe w biznesie miedzynarodowym, PWE, Warszawa 2006.

Bjerke B., Kultura a style przywodztwa, Oficyna Ekonomiczna, Krakow 2004.

Boytatzis R.E., Competent Manager, John Wiley, New York 1982.

Burns Mac Gregor J., Leadership, Harper & Row, New York 1978.

Burns Mac Gregor J., Wiadza przywddcza, [in:] Wiadza i spoteczenstwo, Scholar, Warszawa 1994.

Chelpa S., Nawara 1., Kierowanie ludzmi, [in:] Zarzqdzanie kadrami, ed. T. Listwan, C.H. Beck, War-
szawa 2002.

Crossant M., Vera D., Nanjad L., Transcendent leadership: Strategic leadership in dynamic environ-
ments, “The Leadership Quarterly” 2008, No. 19.

Day D., Groon P., Salas E., Leadership in team-based organizations: On the threshold of a new era,
“The Leadership Quarterly” 2006, No. 17.

Draht W., McCauley C., Palus C., Van Velsor E., O’Connor P., McGuire J., Direction, alignment, commit-
ment: Toward a more integrative ontology of leadership,“The Leadership Quarterly” 2008, No. 19.

Ensley M., Hmieleski K., Pearce C., The importance of vertical and shared leadership within new
venture top management teams: Implications for the performance of startups,“The Leadership
Quarterly” 2006, No. 17.

Graen G., Rowold J., Heinitz K., Issues in operationalizing and comparing leadership constructs, “The
Leadership Quarterly” 2010, No. 21.

Griffin R.W., Podstawy zarzqdzania organizacjami, PWN, Warszawa 1996.

Hofstede G., Kultury i organizacje. Zaprogramowanie umystu, PWE, Warszawa 2000.

Hunter S., Bedell-Avers K., Mumford M., The typical leadership study: Assumptions, implications, and
potential remedies, “The Leadership Quarterly” 2007, No. 18.

Jones G.R., George J.M., Contemporary Management, McGraw-Hill, New York 2008.

Katz R.L., Skills of an effective administrator, “Harvard Business Review” 1955, Jan./Febr.

Konecki K., Kultura organizacyjna, “Studia Socjologiczne” 1985, No. 4.



320 Ewa Stanczyk-Hugiet, Sylwia Stanczyk

Korczynska M., Przywodztwo i kultura organizacyjna jako determinanty zmian, [in:] Nowe kierunki
w zarzqdzaniu przedsiebiorstwem — ciqglos¢ i zmiana, ed. H. Jagoda, J. Lichtarski, Prace Naukowe
nr 851, Wydawnictwo Akademii Ekonomicznej, Wroctaw 2000.

Kostera M., Kownacki S., Szumski A., Zachowania organizacyjne: motywacja, przywodztwo, kultura
organizacyjna, [in:] Zarzqdzanie. Teoria i praktyka, ed. A.K. Kozminski, W. Piotrowski, PWN,
Warszawa 1998.

Kotter J.P., The Leadership Factor, Free Press, New York 1988.

Listwan T., Ksztaltowanie kadry menedzerskiej firmy, Wydawnictwo Kadry, Wroctaw 1993/1995.

Liu W., Lepak D., Takeuchi R., Sims H., Jr., Matching leadership styles with employment modes: stra-
tegic human resource management perspective, “Human Resource Management Review” 2003,
No. 13.

Mullins L.J., Management and Organizational Behavior, Pitman, Great Britain 1992.

Ochinowski T., Grzywacz W., Zastosowanie metodologii linking data do badania kultury orga-
nizacyjnej, “Prace Psychologiczne LVII”, Acta Universitatis Wratislaviensis, Wroctaw 2003,
No. 2535.

Oleksyn T., Zarzqdzanie kompetencjami w organizacji, “‘Humanizacja Pracy” 1999, No. 3.

Quinn Mills D., Asian and American leadership styles: How are they unique?, “Working knowledge”
2005, June.

Rakowska A., Sitko-Lutek A., Doskonalenie kompetencji menedzerskich, PWN, Warszawa 2000.

Rowold J., Heinitz K., Transformational and charismatic leadership: Assessing the convergent, diver-
gent and criterion validity of the MLQ and the CKS, “The Leadership Quarterly” 2007, No. 18.

Senge P.M., Pigta dyscyplina, PWE, Warszawa 1998.

Steinmann H., Schreydgg G., Zarzqdzanie. Podstawy kierowania przedsiebiorstwem. Koncepcje,
funkcje, przykitady, Oficyna Wydawnicza Politechniki Wroctawskiej, Wroctaw 1998.

Sutkowski L., Procesy kulturowe w organizacjach. Koncepcja, badania i typologia kultur organiza-
cyjnych, TNOIK, Torun/Lodz 2002.

Thierry D., Sauret Ch., Monod N., Zatrudnienie i kompetencje w przedsigbiorstwie w procesach zmian,
Poltex, Warszawa 1994.

Thornton G.C., Byham W.C., 4Assessment center and management performance, Academic Press, New
York 1982.

Wodecka-Hyjek A., Okreslanie listy kompetencji dla stanowiska pracy — wprowadzenie do wybranych
metod, “Organizacja i Kierowanie” 2001, No. 3.

Yammarino F., Dionne S., Chun J., Dansereau F., Leadership and levels of analysis: A state-of-the-
-science review, “The Leadership Quarterly” 2005, No. 16.

Zander L., Butler B., Leadership modes: Success strategies for multicultural teams, “Scandinavian
Journal of Management” 2010, No. 26.

Zawadzka A.M., Kadra na czas zmiany, “Personel” 2000, 1-31 lipca.

PRZYWODZTWO W KONTEKSCIE PROCESU ZARZADZANIA
W EUROPIE WSCHODNIEJ: PRZYPADEK LITWY I POLSKI.
ANALIZA POROWNAWCZA

Streszczenie: W artykule przedstawiono wyniki badan przeprowadzonych w Polsce i na
Litwie. Badania dotyczyly szeroko rozumianych zagadnien zwiazanych z postawami,
umiejgtnosciami i kompetencjami kadry kierowniczej. Wyniki odnoszace si¢ do funkcji
kierowania wskazuja, ze nie wystgpuja istotne roznice w badanych populacjach kierownikow
w tym obszarze.





