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Leadership in Estonia 
Abstract 

The present paper concentrates on the subject of leadership during the years of Estonian economy transformation, i.e. 
the first fifteen years of re-established independence. The research question was – what are the characteristics of the 
Estonian manager/leader during the transformational period. The hypotheses of current research − the leadership style 
practiced in Estonia during the period from re-establishing the independence till joining the EU can be named trans-
formational − found support as the global visionary/value based leadership style is different from Estonian visionary-
value/team oriented leadership style. Extra characteristics (e.g., administratively effective, being information source, 
team orientation and communicator), which belong to this style, support the conclusion that it can be called transforma-
tional. 
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Introduction© 
During the last 12 years of transformation and the 
increasing international orientation and global chal-
lenges facing East European countries (EEC), for 
example, through an increasing international ap-
proach to the division of labor, the massive foreign 
direct investments, joint ventures and last but not 
least, massive transfers of management knowledge 
into East European countries, one could also expect 
changes in leadership behavior and a process of 
internationalization and convergence of leadership 
behaviors and styles (Lang et al., 2003). 

A transitional period, or “process of institutional 
transmutation” as it has been called by Giddens 
(1984), is a period between the deposing of one set 
of principles and the introduction and establishment, 
or routinizing of a new, radically different set. 

The Republic of Estonia is one of the former Soviet 
republics that was liberated in 1991. Starting from 
that moment, a new era began in Estonia’s economy 
as it did in many other Central and Eastern Euro-
pean countries. Where are we after ten years with a 
free market economy and the opportunity to practice 
business in our own way, and who are the people 
responsible for leading us forward to the next 
achievements? The research question is – What are 
the characteristics of the Estonian manager/leader 
during the transformational period? 

The paper starts with overview about theories of 
economic transformation and leadership. Also, short 
overview about leadership and management studies 
in transforming Estonia is given. This is followed by 
analysis of empirical studies in Estonian organizations. 
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1. Societies in economic transformation 

The combination of political and economic reforms, 
the transformation of key economic institutions, and 
the impacts of foreign investment have made the 
transition process one of the most dynamic features 
of the global economy (Denison, 2001). Transition 
from the former centrally planned economies in 
Central and Eastern European countries to market 
economies has been cited as one of the most impor-
tant issues in contemporary economics and in the 
development of the world economy (Vensel, 1996). 

Economic transition describes a social process, in 
which a complex set of normative and operating 
principles, embodied in historical structures, sys-
tems and practices, becomes replaced by another 
alternative, albeit unknown set. The change from 
hierarchical economic planning and administration 
through command directives, to a situation, in which 
the responsibility for economic decision-making lies 
with local enterprise managers responding to market 
signals, is so radical that it demands a perspective 
that captures its dramatic revolutionary nature. 
These structural changes are deeply institutional. 
Such a change is so fundamental in its effects on 
macro systems and structures that everyday experi-
ence of social life takes on an entirely different ap-
pearance. This is called a transformation, a radical 
change that permeates society systematically and 
socially (Clark & Soulsby, 1999). Although change 
is at the core of transformation process, it should not 
be forgotten that change as such is not the funda-
mental goal of the transformation but rather a 
method of adjusting to a constantly changing busi-
ness environment (Liuhto & Michailova, 1999). 
According to Laar (2001), the slower the destruction 
of the old system, the more trouble and pain the 
transition brings. 
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It has been claimed that the concept of transition 
connotes a presumed move from a command econ-
omy towards a Western style market economy, and 
the use of the term has an ideological halo effect. 
The notion of transformation suggests nothing about 
the destination of the process of socio-economic 
change, and emphasizes the variety and complexity 
of the process (Clark & Soulsby, 1999). 

Societies are institutionalized contexts, so any ex-
planation of the processes of economic organization 
and change must start from an understanding of the 
nature of institutions and the ways, in which institu-
tionalization influences concrete economic struc-
tures and activities. According to Denison (2001), 
the most important changes that occur during the 
transition process take place within organizational 
level and these still remain unexamined. The transi-
tion process may well begin with macro level politi-
cal economic reforms, but can never be completed 
until dramatic change has occurred in each individ-
ual organization. The transition process begins with 
macro level political and institutional changes that 
create a new environment, in which firms must op-
erate (Denison, 2001). 

Organization and management must be understood 
as parts of the institutional system, they do not exist 
or operate independently, but reflect, reveal and 
reinforce cultural rules and accounts about the na-
ture of rational economic behavior in particular and 
social conduct in general. Organizing and managing 
are subject to the same process of institutional iner-
tia and change as other formal structures and social 
practices, and abide by the same technical criteria, 
rationality, and normative criteria, legitimacy, as 
other elements of the system (Clark & Soulsby, 
1999). Managers interpret their environment and 
create systems and structures that they believe will 
be adaptive. It is the successful creation of these 
systems and contexts that is required to change be-
havior, motivation, flexibility, and productivity. 
This process is never linear, but instead co-evolves 
at all of these levels at the same time. The history of 
nations, the cultures of organizations, the clash of 
economic ideologies, and the struggle to survive 
will all come into play in the workplace on daily 
basis (Denison, 2001). 

The development in the last 15 years has brought a 
more international orientation and global challenges 
for the East European countries, i.e. increasing inte-
gration into international division of labor, massive 
foreign direct investments, joint ventures, and last 
but not least, massive transfer of management 
knowledge into the East European countries. This 
should arguably lead to changes in the leadership 
behaviors and styles. Still it is suggested that there is 

a difference between East and West. Reason for that 
“inertia” might be the ongoing transformation proc-
ess or peculiarities of the natural culture, but it is 
unlikely that after ten years of transformation these 
effects are still the result of “old” system (Steyrer et 
al., 2006). 

Liuhto (1993) has observed the situation in Estonia 
in the beginning of independence and has concluded 
that the independence of Estonia has emphasized the 
national attitudes and thoughts. The outcome of 
national feelings has been extremely powerful but it 
had been developed during the Soviet rule when the 
national managerial features were suppressed. 

2. Leadership theories 

Yukl has summarized three important categories of 
leadership –– charismatic, relationship-oriented, and 
task-oriented (Yukl, 1998). While charismatic lead-
ers could potentially also be relationship-oriented or 
task-oriented (Bass & Avolio, 1993), the key behav-
iors that characterize each of those leadership styles 
are distinctive (Erhart & Klein, 2001). 

Charismatic leadership "entails a unique connec-
tion between a leader and his or her followers that 
can account for extraordinary performance and 
accomplishments among individuals, work groups, 
units, and organizations" (Yammarino et al., 1997).  

According to Andrew J. DuBrin (2004), the out-
standing characteristic of charismatic leaders is that 
they are charismatic. In addition, they have other 
distinguishing characteristics –– many of these 
characteristics also apply to transformational leaders 
because charisma is one of the key components of 
transformational leadership. A transformational 
leader is one who brings about a major, positive 
change in an organization, but many charismatic 
leaders are not transformational. Although they can 
inspire people, they may not bring about major or-
ganizational change. The transformational leader 
moves group members beyond self-interest to the 
good of the group, organization or society. Charis-
matic leadership is a component of transformational 
leadership. 

Research on charismatic leadership and the related 
concepts of transformational and inspirational 
leadership have burgeoned in the last two decades 
(Erhart & Klein, 2001). There is considerable con-
vergence of the findings from studies concerned 
with charismatic leadership and those concerned 
with transformational and visionary leadership 
(Shamir, House, & Arthur, 1993). According to 
these authors, charismatic leaders cause their sub-
ordinates to perform at new heights, and they em-
phasize that charismatic leadership is best concep-
tualized not as something a leader does to his or 
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her followers, but rather as a relationship between 
a leader and his or her followers (Conger & 
Kanungo, 1997; House, 1977; Shamir et al., 1993). 

Jermier (1993) described charisma "not [as] a thing 
that can be possessed by an individual", but as a 
"process that exists only in social relationships". 
According to Klein and House (1995), charisma 
does not exist within either the leader or the fol-
lower, but "resides in the relationship between the 
leader who has charismatic qualities and those of 
his or her followers who are open to charisma 
within a charisma-conducive environment". 

House and his colleagues define charisma as a rela-
tionship between an individual (leader) and one or 
more followers based on leader behaviors combined 
with favorable attributions on the part of the fol-
lowers (House, 2004). 

Individuals may differ in their responses to identi-
cal leadership behaviors. A given leader may be 
satisfying and motivating to some employees, and 
dissatisfying and demotivating to other employees, 
even if the leader acts in an identical fashion to-
ward both sets of employees (Erhart & Klein, 
2001). Shamir et al. (1993) present a self-concept 
based theory of charismatic leadership suggesting 
that charismatic leaders do not have similar effects 
on all followers. Kerr and Jermier emphasize that 
followers may differ in their perceptions of the 
attractiveness of the rewards that a given leader 
controls and, thus, in their reactions to that leader. 
Studies of the appropriate level of analysis for 
conceptualizing and studying charismatic and 
transformational leadership (e.g., Yammarino et 
al., 1997) document significant individual differ-
ences in subordinate reactions to the same leader. 
These studies show that subordinates of a given 
leader may evaluate and describe the leader quite 
differently (Erhart & Klein, 2001). 

Following Rogers and Farson (1955), Conger and 
Kanungo (1988) worried that charismatic leadership 
(which is defined similarly to transformational lead-
ership) of self-serving leaders could result in decep-
tion and exploitation of followers, but argued that 
most leaders pursued both personal and organiza-
tional interests. 

According to Bass and Steidlmeier (1999), true 
transformational leaders identify the core values and 
purposes of the organization and its members, liber-
ate their human potential, and foster pluralistic lead-
ership and effective, satisfied followers. 

Key behaviors on the part of the leader include 
articulating a vision and sense of mission, showing 
determination and communicating high performance 
expectations. Favorable attributional effects on the 

part of followers include the generation of 
confidence in the leader, making followers feel good 
in his/her presence and strong admiration or respect. 
The effect of charismatic leadership may be 
heightened by an uncertain environment that facilitates 
the emergence, acceptance, and effectiveness of a 
charismatic leader (Waldman et al., 2001). 

Transactional leadership involves contingent rein-
forcement. Followers are motivated by the leaders' 
promises, praise, and rewards, or they are corrected 
by negative feedback, reproof, threats, or discipli-
nary actions. The leaders react to whether the fol-
lowers carry out what the leaders and followers have 
"transacted" to do. In contingent rewarding behav-
ior, leaders either make assignments or they may 
consult with followers about what is to be done in 
exchange for implicit or explicit rewards and the 
desired allocation of resources. When leaders en-
gage in active management-by-exception, they 
monitor follower performance and correct followers' 
mistakes. When leaders engage in passive manage-
ment-by-exception, they wait passively for follow-
ers' mistakes to be called to their attention before 
taking corrective action with negative feedback or 
reprimands. Laissez-faire leaders avoid leading 
(Bass & Steidlmeier, 1999). 

Transformational leadership contains four compo-
nents: charisma or idealized influence (attributed or 
behavioral), inspirational motivation, intellectual 
stimulation, and individualized consideration (Bass, 
1985, 1998; Bass & Avolio, 1993). Followers iden-
tify with the charismatic leader's aspirations and 
want to emulate the leader. Shamir, House, and Ar-
thur (1993), Conger and Kanungo (1988, 1998), 
Kanungo and Mendonca (1996) conceive of the 
same components as all falling under the category of 
charismatic leadership. In fact, most leaders have a 
profile of the full range of leadership qualities that 
includes both transformational and transactional 
factors (Bass & Steidlmeier, 1999). 

3. Leadership and management studies in  
transforming Estonia 

Starting from the demolition of the Berlin Wall in 
1989 and the dissimilation of the Soviet Union, 
management and leadership studies in former Soviet 
countries have been an interesting topic. The main 
question for these recently liberated countries has 
been whether the managerial forces and manage-
ment styles are more similar to their geographical 
neighbors or to the countries of the Western world. 
Do they suffer from holdovers from the Soviet re-
gime or are they establishing their own specific 
style? According to Lang (2003), leadership studies 
in Eastern Europe suggest a more or less different 
pattern of leadership behavior in these countries to 
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those in Western or Northern Europe. Explanation 
of this see it as a result of the so-called communist 
heritage, while leaving out any consideration of the 
influence of the transformation process as a funda-
mental process of change, which may have sup-
ported more strict types of leadership. This also 
includes the influences coming from different stages 
of the transformation process. 

Estonia has been one of the best examples of devel-
opments in transitional economy, therefore, much 
research has been carried out in different fields. 
According to Kooskora (2006), most of the re-
searches have dealt with political and macroeco-
nomic policies, ownership structures and privatiza-
tion, internationalization and foreign investments; 
and innovations and fiscal determinants. But a limited 
number of studies of management and business cor-
porations have been conducted (Kooskora, 2006). 

The number of studies related to leadership issues is 
even more minor, but still we can mention Alt et al. 
(2003), Nurmi & Üksvärav (1994 & 1996), Lang et. 
al. (2005) Lindert (1996), Stout (2003), Vadi 
(2003), Alas & Tuulik (2003 &2005) and Steyrer, 
Hartz & Schiffinger (2006). 

Based on the above mentioned information we can 
say that there is still a need for additional leadership 
research in Estonia. The aim of current research is to 
fulfill partly the shortage of knowledge about Esto-
nian management styles and the preferences and the 
existing values after the first decade of independence. 

According to Lang (2003), in transforming countries 
a stable pattern of leadership behavior can be found 
instead of massive changes towards Western behav-
ioral patterns of leadership. This cannot be ex-
plained by pointing to the change from the “old 
system” to the new Western “system”. Cultural fac-
tors and the transformation process itself must be 
taken into consideration.  

Liuhto stated in 1991 that certain research results 
indicate that the Estonian managerial culture was 
closer to the Finnish culture than to the Russian one 
despite the fact that Estonia had been in the heart of 
Management Sovieticus for fifty years. Estonians 
have received a great deal of foreign influence from 
the Scandinavian countries (Liuhto, 1991). Despite 
the Soviet regime and pressure, Estonians practiced 
their own ways of management already before the 
liberation process. 

Based on the assumptions stated by Lang and Liu-
hto, the following hypotheses were constructed: the 
leadership style, practiced in Estonia during the 
period from re-establishing the independence till 
joining the EU, can be named transformational. 

4. The background to the study 

The CEO study is a part of the GLOBE project (den 
Hartog et al., 1999, House et al., 1999). While the 
second phase (Globe 2) of the GLOBE project has 
been focusing on culturally endorsed leadership per-
ceptions, the CEO project looks at leadership behav-
iors as seen by the followers. The so-called desirable 
attributes of leaders are stated and based on that. 

The third phase of the Globe project focuses on the 
actual situation. The CEO study is a part of Globe 3. 
The main theoretical assumptions of the GLOBE 
project as a whole is that leadership is seen as 
socially constructed by managers and followers as 
well as by culturally based assumptions within the 
society. Socialization theory supports the idea of a 
learned behavior supported by role models from the 
past and the present in politics and economy. 
Successful leadership requires acceptance of its 
style by the followers, and is in turn the result of the 
leader’s success. According to contingency theory, 
the organizational context also plays an important 
role, but mainly as a mediator of societal influences. 
In addition to underlying assumptions of the above 
mentioned approaches, the GLOBE concept gives 
raise to universal factors, for example, as a result of 
the globalization process, as well as the influence of 
national and organizational cultures.  

5. Methodology 

One of the significant questions addressed by the 
project concerns differentiating attributes of societal 
and organizational cultures. Globe methodology has 
worked out the identification of nine major attributes 
of cultures and six global leader behaviors of cultur-
ally endorsed implicit theories of leadership (CLTs) 
(House et al., 2004). 

These cultural dimensions serve as the independent 
variables and they are: uncertainty avoidance; power 
distance; institutional collectivism; in group collectiv-
ism; gender egalitarianism; assertiveness; future orien-
tation; performance orientation; humane orientation.  

In the researches carried out by the authors of this paper 
the independent cultural variables are not investigated, but 
the concentration is on dependent variables, which con-
sisted of leadership dimensions derived from culturally 
endorsed implicit leadership theory (CLT). The scales for 
management style are measured on 7-point scale ranging 
from substantially facilitates outstanding leadership (scale 
7) and up to substantially impedes (scale 1) outstanding 
leadership (see Appendix 1). They are summarized into 
21 leadership sub-scales, universally positively endorsed 
leadership attributes, and 6 main factors, leadership style 
patterns (see Appendix 2). They will be compared with 
global leadership expectations as reported by the GLOBE 
project (House et al., 2004).  
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6. Empirical study in Estonian organizations 

The design of the Cross Cultural CEO project re-
quired 20 CEOs from entrepreneurial firms and 20 
CEOs from non-entrepreneurial firms or larger or-
ganizations. Heads of divisions in domestic compa-
nies were not considered CEOs and did not qualify 
for inclusion in the sample. In 2001, 63 companies 
were visited. Complete research kits including in-
terviews, CEO questionnaires and all the necessary 
questionnaires from subordinates (i.e. two each from 
types c, d and e) were returned from 40 companies. 
This data was sent to the initiator of the Globe pro-
ject prof. Robert House from University of Pennsyl-
vania for further investigation in relation to project 
Globe and the field of cultural differences and lead-
ership. In addition to the 53 questionnaires com-
pleted by the CEOs, subordinates completed 324 
questionnaires. The study also involved interview-
ing the CEOs. These interviews were recorded on 
audiotape and transcribed onto written protocols. 
Questionnaires were also administered to at least 
those subordinates in positions immediately below 
the chief executives. 

From the total amount of data gathered during the 
entire field research, 30% did not meet the require-
ments of the Cross Cultural CEO project. The main 
reason for this was that some of the questionnaires 
distributed to the subordinates did not come back. 

6.1. Estonian sample for evaluating actual leader 
behavior. The sample used for evaluating the cur-
rent managerial behavior in Estonia consisted of 300 
respondents, which can be described as follows: 
60% were men and 40% were women and average 
age was 36.9 years.  
The age distribution of the CEOs under investiga-
tion (total number of CEOs was 50) was as follows: 
38% of CEOs belonged to the age group of 31-40 
years; 29% belonged to the age group of 41-50 years; 
13% belonged to the age group of 20-30 years and 
14% belonged to the age group of 51-60 years. 
6.2. Estonian sample for evaluating desirable 
leader behavior. To evaluate leadership dimen-
sions, 170 questionnaires were gathered from where: 
53% were men and 47% were women and average age 
was 35.5 years. The working experience of the re-
spondents varied between 2 and 40 years, the mean of 
the working experience was 14.4 years.  
6.3. Statistical analyses. As all the methodology in 
the current research is provided by the GLOBE 
research group, the statistical reliability of the 
scales is also tested by the initial authors of the 
methodology. A variety of analyses (James and 
colleagues’ rwg(J), interclass correlation coefficients 
and one way analyses of variance) were conducted 

to test the psychometric properties of the scales. To 
get an exact overview of the statistical theory be-
hind the scales and analyses, the methodology is 
published by Sage publications under the title Cul-
ture, Leadership and Organizations, The GLOBE 
Study of 62 Societies (House et al., 2004). 

6.4. Global leadership dimensions. These global 
leadership dimensions are labelled and defined as 
follows: 

♦ Charismatic/value-based leadership. A broadly 
defined leadership dimension that reflects ability 
to inspire, to motivate, and to expect high per-
formance outcomes from others based on firmly 
held core values. The GLOBE Charismatic 
Value-Based leadership dimension includes six 
leadership subscales labelled (a) visionary, (b) in-
spirational, (c) self-sacrifice, (d) integrity, (e) de-
cisive, and (f) performance-oriented. 

♦ Team-oriented leadership. A leadership dimen-
sion that emphasizes effective team building and 
implementation of a common purpose or goal 
among team members. This leadership dimension 
includes five subscales labelled (a) collaborative 
team orientation, (b) team integrator, (c) diplo-
matic, (d) malevolent (reverse scored), and (e) 
administratively competent. 

♦ Participative leadership. A leadership dimen-
sion that reflects the degree to which managers 
involve others in making and implementing de-
cisions. The GLOBE Participative leadership 
dimension includes two subscales labelled (a) 
non-participative and (b) autocratic (both re-
verse scored). 

♦ Humane-oriented leadership. A leadership di-
mension that reflects supportive and consider-
ate leadership, but also includes compassion 
and generosity. This leadership dimension in-
cludes two subscales labelled (a) modesty and 
(b) humane orientation. 

♦ Autonomous leadership. A newly defined lead-
ership dimension that refers to independent and 
individualistic leadership attributes. This di-
mension is measured by a single subscale la-
belled autonomous leadership, consisting of in-
dividualism, independence, autonomy, and 
unique attributes. 

♦ Self-protective leadership. From a Western 
perspective, this newly defined leadership be-
havior focuses on ensuring the safety and secu-
rity of the individual and group through status 
enhancement and face saving. This leadership 
dimension includes five subscales labelled (a) 
self-centered, (b) status conscious, (c) conflict 
inducer, (d) face saver, and (e) procedural. 
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7. The results of the study 
According to Lang (2002), in transforming countries a 
stable pattern of leadership behavior can be found 
instead of massive changes towards Western behav-
ioral patterns of leadership. This can not be explained 
by pointing to the change from the “old system” to the 
new Western “system”. Cultural factors and the trans-
formation process itself must be taken into considera-
tion. There are certain factors and coincidences that 
may support change, especially if they provide learn-
ing opportunities for managers and in particular 
younger managers (Lang et al., 2005). 
Based on the leadership attributes, a principal compo-
nent factor analysis and varimax with Kaiser normali-
zation rotation were carried out in order to find empiri-
cally based factors of leadership types or patterns of 
leadership behavior in Estonia. In the analysis, all 

the attributes (together 30) are included. Based 
on that, special patterns of leadership style 
(SPLS) were formulated for Estonia. These fac-
tors (SPLS) are shown in Table 1. All the attrib-
utes in the factor analysis except one (fair in the 
style visionary and team oriented leader) are 
significantly related. The attribute Fair has a 
weak connection (0.39) and can be excluded 
from the factor. As a result of the factor analysis, 
six scales were composed, also as in the authen-
tic Globe methodology. As the scales are not 
identical to the factor analysis scales of the au-
thentic methodology, the scales are given the 
following titles: visionary and team oriented 
leader or transformational leader; bureaucratic 
leader; autonomous leader; power sharing leader; 
risk taker and directive leader. 

Table 1. Special patterns of leadership style in Estonia 

Visionary and team oriented leader  1 2 3 4 5 6 
Visionary .89 .15 .02 .06 -.10 -.21 
Inspirational .84 -.04 -.14 -.08 .02 .12 
Charismatic effects .84 -.02 -.24 -.24 .25 .01 
Decisive .82 -.15 .16 .17 -.10 -.06 
Performance oriented 78 16 19 -19 -06 14 
Information source .77 -.02 -.11 .24 -.36 -.23 
Intellectually stimulating .74 .07 .03 .40 .27 .02 
Team oriented .72 .23 -.43 .02 -.14 .07 
Shows self-confidence .66 .23 -.02 -.21 .39 .07 
Role clarification .59 .46 .00 -.02 .21 .16 
Administratively effective .58 .50 .06 .16 -.24 -.16 
Communicator .54 .36 -.52 .08 .28 .03 
Integrity .51 .48 -.11 .25 .29 -.31 
Fair .39 .12 -.25 .35 .14 -.14 
Bureaucratic leader       
Status conscious .05 .73 .12 -.40 .18 .18 
Face saver -.04 .73 -.20 .15 -.02 .14 
Bureaucratic .09 .62 .16 .05 -.12 -.19 
Diplomatic .38 .57 -.34 .21 .05 -.15 
Autonomous leader       
Malevolent -.04 .04 .71 -.44 -.12 .17 
Autonomous .04 .14 .70 -.17 .02 -.12 
Humane .30 .24 -.68 .11 .11 .13 
Follower confidence .43 .18 .47 .43 .25 .41 
Power sharing leader       
Calmness -.10 .00 -.26 .82 -.11 -.11 
Autocratic .01 -.08 .51 -.74 -.12 -.07 
Power sharing .13 .30 -.02 .59 .55 .20 
Risk taker       
Risk taker .01 -.24 -.02 .01 .78 -.03 
Self protective .14 -.41 .36 -.12 -.64 .08 
Directive leader       
Non contingent praise -.09 .07 -.22 .10 .05 .78 
Directive .19 .04 .31 -.04 .12 .57 
Indirect -.12 -.17 -.11 -.14 -.21 .53 
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Using the authentic Globe methodology the 21 pre-
ferred leadership dimensions, which are the charac-
teristics, skills and abilities that are culturally en-
dorsed to inhibit and contribute outstanding leader-

ship in Estonian cultural context were calculated. 
These 21 dimensions are grouped into 6 global 
leadership dimensions. The results are presented 
in Table 2. 

Table 2. Culturally endorsed implicit leadership styles dimensions 
Leadership dimension  Mean St. dev. Leadership dimension Mean St. dev. 
Value based 5,76 0,57 Self-protective 3,27 1,06 
Visionary 6,15 0,30 Self-centred 1,89 0,17 
Inspirational 6,16 0,41 Status conscious 4,58 0,79 
Self-sacrifice 4,66 1,10 Conflict inducer 3,60 1,61 
Integrity 6,07 0,51 Face saver 2,55 0,47 
Decisive 5,67 1,48 Procedural 3,73 0,88 
Performance oriented 5,88 0,27 Participative 5,42 0,05 
Team oriented 5,73 0,43 Autocratic 5,45 0,40 
Team orientation 5,16 1,12 Non-participative 5,39 0,50 
Team intgrator 5,43 1,71 Humane 4,17 0,28 
Diplomatic 6,08 0,93 Humane orientation 4,37 0,60 
Malevolent 5,81 1,72 Modesty 3,97 1,28 
Administratively competent 6,18 0,26 Autonomous 3,29 0,51 

Note: Leadership dimensions consist of primary leadership subscales, which are italicized.  

Discussion and conclusion 

Careless, Wearing and Mann suggest seven qualities 
that are particularly helpful in enabling leaders to 
bring about transformations. These are creating vi-
sion, encouraging personal development of the staff, 
providing supportive leadership, empowering em-
ployees, innovative thinking, leading by example 
and being charismatic (Careless, S.A. et. al., 2002). 
In addition to charisma, two key personality factors 
are agreeableness and extroversion, which combine 
to enhance their interpersonal relationships (Judge, 
T.A. & Bono J.E., 2004). 
The aim of this study was to define the characteris-
tics that can be used to describe the leaders of the 
period of transformation in post Soviet Estonia, and 
confirm whether they can be described as transfor-
mational leaders. 
The factor analyses, carried out by the authors, 
showed that there are six different types of leader-
ship patterns in liberated Estonia. One of the leader-
ship types can be called transformational. Estonian 
transformational leaders are a combination of the 
visionary-value based leader and the team-oriented 
leader. In the theoretical approach of the Globe 
methodology the visionary-value based and team 
oriented leaders are two different leadership dimen-
sions. While evaluating Estonian leaders, there is 
one leadership dimension that summarizes the vi-
sionary-value based and team oriented subscales. 
The leader attributes that belong to the charismatic 
style (visionary, inspirational, charismatic, decisive, 
performance orientation, integrity) form a factor 
together with team-oriented leader attributes (team 

orientation, administratively competent). This lead-
ership dimension could be called visionary-value 
based/team oriented leader and could be called a 
transformational leader in the Estonian context. The 
reason why we could call this type of leader trans-
formational is that, according to the theory, trans-
formational leaders have the respect, confidence and 
loyalty of the group members. Transformational 
leaders encourage the personal development of their 
staff, practice supportive leadership, empowerment 
and innovative thinking and they lead by example. 
Emotional stability and openness to new experi-
ences and extroversion are very highly rated (Du-
brin, 2004). The Estonian transforma-
tional/charismatic leader in addition to having vi-
sionary-value based and team-oriented attributes 
possesses extra qualities such as being intellectually 
stimulating, self-confident, role clarifying and a 
communicative information source. 

The second important leadership style, in addition to 
the transformational/charismatic, is the power shar-
ing leader, whose attributes include calmness and 
power sharing and reverse scores as an autocratic. 
This type could also be called a local version of the 
participative leader, but still the Estonian participa-
tive leader is different from the Globe leader who is 
just a participative autocrat. 

Some parallels can be drawn between the Estonian 
bureaucratic and the Globe self-protective leader 
and local and global autonomous leaders, but still 
both of these have dissimilarities. The global self-
protective leader is a self-centred, status conscious, 
face saving, procedural, conflict inducer, but in the 
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Estonian version s/he is a status conscious, face 
saving, bureaucratic diplomat, and the local 
autonomous is a (non)malevolent autonomous, fol-
lower, confident type of a leader. 
There are also two pure Estonian styles which we can 
not find among the global styles, these are the risk 
taker and directive leader. The latter, which is described 
as being directive and indirect and awarding with a non-
contingent prize, is a leftover from former Soviet times.  
The hypotheses of current research − The leadership 
style, practiced in Estonia during the period from re-
establishing the independence till joining the EU, 
can be named transformational − found support, as 
the global visionary/value based leadership style is 
different from Estonian visionary-value/team ori-
ented leadership style. Extra characteristics (e.g., 
administratively effective, being information source, 
team orientation and communicator), which belong 
to this style, support the conclusion that it can be 
called transformational. 
The rapid development of regional and global eco-
nomic integration has created a need for culturally 
knowledgeable managers who can work in multicul-
tural environments. Project GLOBE findings are of 
particular value to managerial leaders  in  multina- 

tional companies that are affected by globalization. 
Managers placed in cross-cultural situations face 
problems associated not only with rapid change in 
their industries, but also those associated with mul-
ticultural misunderstandings (House et al., 2004). 

Knowledge of current research about the Estonian 
leadership style can be used in the training of future 
leaders in colleges and universities. As a new mem-
ber of the European Union, lots of companies will 
open their subsidiaries in this region if they haven’t 
done it yet and information about culturally en-
dorsed leadership profiles can be used while select-
ing and training people who will work with repre-
sentatives of other cultures. Therefore, knowledge 
about the similarities and differences in leadership 
concepts is valuable information. 

The transformation in Estonia is still going on, 
and the leadership will probably develop during 
the forthcoming years. The question is in what 
direction. Will we keep our own track or will our 
leaders become increasingly similar to global 
leaders, i.e. gain the conventional Western leader-
ship pattern, but this has to be evaluated by fur-
ther researches. 
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Appendix 

Table 1. Sample CLT questionnaire items and response alternatives 

 Sample leadership items:  
 Sensitive − Aware of slight changes in moods of others 

 Motivator − mobilizes, activates followers 

 Evasive -− refrains from making negative comments to maintain good relationships and saves face 
 Diplomatic -− skilled at interpersonal relations, tactful  
 Self-interested − pursues own best interests 
  
 Response alternatives:  
 This attribute/characteristic impedes or facilitates unusually effective leadership  
 1. Substantially impedes  
 2. Moderately impedes  
 3. Slightly impedes  
 4. Neither impedes nor facilitates  
 5. Slightly facilitates  
 6. Moderately facilitates  
 7. Substantially facilitates  

Table 2. Second order factors and the scales/items they are based on 

Charismatic/Value based Team oriented 
 charismatic 1: visionary - team 1: collaborative team orientation 
 charismatic 2: inspirational - team 2: team integrator 
 charismatic 3: self-sacrifice - diplomatic 
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Table 2 (cont.). Second order factors and the scales/items they are based on 

 integrity - malevolent (reverse scored) 
 decisive - administratively competent 
 performance oriented  
   

Self-protective Participative 
 self-centered  autocratic (reverse scored) 
 status conscious  non-participative (reverse scored) 
 conflict inducer  delegator 
 face saver  
 procedural  

   
Humane  Autonomous 

 modest  individualistic 
 humane orientation  independent 

   autonomous 
   unique 

Note: These are Global CLT dimensions. They are comprised of the 21 leadership subscales. The only exceptions are Autonomous 
which is comprised of questionnaire items, not subscales and Delegator which is also an item rather than a scale. 


