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Abstract 
 
This thesis is an explorative research study in which I interviewed 16 leaders at St. Jude Medical 
(SJM), which is an American company with a satellite site in Stockholm, Sweden with 700 
employees. Twelve of these sixteen leaders are Swedish and constitute the main source of 
information for this thesis. The remaining four leaders were senior managers from the USA, 
included to contrast the outcome of the Swedish interviews. The interviews were semi-open and 
on average ~40 minutes long.  
 
The purpose of the study was to isolate what challenges the leaders at SJM face and then try to 
find and identify common patterns in how they attack these problems. I envision this work to be 
of use to any junior manager who is starting his/her career and especially so if it is at an 
international company where cultural differences are present.  
 
My main conclusions were that leaders at SJM need to 
- Build and maintain a network –and this is imperative to succeed. 
- Use the phone frequently and communicate all the time 
- Create your own vision, as nobody will give it to you 
- Help your co-workers define the limits of their responsibility and help them prioritize when 

heavily loaded 
- Find the appropriate level of work and learn that “good enough is perfect”. 
- Always strive to meet deadlines, exceed expectations and learn your internal customers’ 

trigger points.  
 
I also conclude that the company, SJM Sweden that is, may need to review their hiring policy and 
their cultural training. They also need to improve the knowledge management and knowledge 
transfer between managers and also expand the exchange programs and make it easier to travel for 
face to face meetings and encourage the same.  
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1. Introduction 
 
In this introductory chapter I will describe the relevant background to this thesis work and what I 
aim to address and ultimately answer with this thesis. 
 
1.1. The idea of the thesis  
 
Leadership is something that each and every one of us comes into contact with on a regular basis. 
Sometimes we lead and very often we are being led, but either way we are emerged in it. There is 
tons of literature and research on the topic and much of it is indeed very good but it is not always 
apparent how to apply it to your own scenario or stage. Different aspects come into play and can 
cause what seemed to be a perfect solution in the text book to be anything but applicable given 
your specific circumstances. What you would need is a guide given your specific needs with clear 
tips and tricks based upon years of practically acquired knowledge and skills. This work is aimed 
at delivering that for a certain set of prerequisites, which are characterized mainly by cultural 
differences and the challenge of being a remote site to a major corporation. 
 
The stage is set at a Swedish company that approximately 15 years ago was acquired by an 
American company called St. Jude Medical (SJM). It is a common belief among the employees of 
SJM here in Sweden that our work processes, the attitudes of our managers and the way we work 
are heavily influenced by the American culture. Whether this conception is objectively true or not 
is not addressed in this thesis. In this thesis I instead mean to focus on how the leaders and 
managers at SJM perceive their unique situations and how they deal with the obstacles and 
challenges that come their way. Interviews with a select group of leaders at SJM, both in Sweden 
and in the USA, is what will constitute the basis for this work and my hope is that even though a 
lot of the conversations will be about standard leadership issues and closely related to just their 
specific duties, I will find subtle hints here and there from each participant that together can be put 
into a whole, that will aid (junior) managers at SJM in Sweden and at other companies. I also 
hope that this will be a first step towards increased knowledge management at SJM.   
 
The first part of the theory sections in this thesis will look into an historical overview of 
management thought and also dive deeper into some of the more important leadership theories, 
which will be a good starting point for analyzing the data. The second part of the theory covered 
in this thesis will focus on cultural differences and work that has been produced relating to such 
topics. Outside of these texts, the main analysis is performed on data collected through interviews 
with leaders at St. Jude Medical. The major part of the material will be collected through 
interviews with twelve Swedish managers and it is on that dataset that the analysis is primarily 
conducted. A second, smaller dataset is also acquired and is made up of four interviews with 
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senior American managers from offices in the USA. That data will be organized and acquired in a 
slightly different way and also for a slightly different purpose. It is of course managers in Sweden 
who have knowledge to share about being a manager in Sweden, but seeing how much of the 
focus that is directly related to the cultural differences it ads to the validity of this thesis work to 
get some input from the American perspective as well. 
 
My goal and hope is to in a meaningful way describe what constitutes successful leadership at St. 
Jude Medical and describe it in such a way  
-that it may be useful for employees to better understand their superiors,  
-that it may aid human relations and senior management in Sweden, in their support of managers 
and leaders and the ongoing education of them and  
-that it may help newly appointed leaders get a well founded and thorough picture of their 
situation and what in fact is required of them 
 
I desire to find some key concepts, some recurring themes if you will, that may serve to highlight 
what successful leaders do to handle the challenges of working in the midst of cultural 
differences, bridging the gap over the Atlantic ocean and producing high quality output while 
doing so.  
 
1.2. Purpose 
 
The purpose of this thesis is to identify the key factors and strategies that make for successful 
leadership at St. Jude Medical in Sweden, given the additional challenges of being a remote site 
and in dealing with cultural differences between Sweden and the United States of America. In 
identifying these factors and strategies, the goal is also to contribute to increase general 
understanding of inter-cultural relations in multi-national businesses. The thesis will identify the 
challenges of such an environment, what implications they have and how they can be dealt with.  
 
1.3. Questions at issue 
 
-What challenges do leaders at St. Jude Medical face, working at an American company in 
Sweden? 
-How do they deal with these challenges? 
-To what extent do leaders at SJM perceive that this cross-cultural situation affects them, their 
leadership styles and their surroundings?  
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2. Methods 
 
This chapter will describe how the thesis work was outlined and by which means the data was 
acquired. Relevant comparisons between different possible choices of methods are included as 
well as a section that retrospectively evaluates the choices made. The material included is also 
described, as is the data collected.  
 
2.1. Introduction to methods 
 
This thesis is based upon the absorption of relevant articles and literature relating to cultural 
differences in general and the cultural differences and characteristics of the United States of 
America and Sweden in particular, as well as literature on leadership. Material from St. Jude 
Medical’s HR department has also been included. This material includes internal leadership 
classes, information to new leaders which contains information regarding how SJM views its 
leaders and also material from cross cultural training that was hosted by SJM. The major bulk of 
material that has been analyzed in this work came from interviews with managers at SJM.  
 
These managers who were to be interviewed was selected in collaboration with SJM Sweden’s 
HR director (Margareta Areskog) on March 19, 2009. The selection was made so that the leaders 
included would be of different ages and genders and with varying number of years as St. Jude 
Medical employees, as well as working within different areas in the organization.  
 
An important distinction between different types of research projects is highlighted by Kvale 
(1997); if a research project is set to test a hypothesis about the supposed difference of two 
groups, the analysis should be systematic and always carried out in the exact same way for each of 
the two groups. For explorative purposes (like this thesis is), it might be that quite the opposite is 
true. I argue that it might be more suitable to follow up more closely on different aspects for 
different interviews and interpret these specific aspects more in-depth. 
 
2.2. Choice of methods 
 
The method of interviewing that I will use is the Standardized, open-ended interview (Kvale, 
1997) -the same open-ended questions are asked to all interviewees; this approach facilitates 
faster interviews that can be more easily analyzed and compared. There are also other reasons 
behind this choice of method. As described earlier in this thesis I will not be able to simply ask a 
question, note the answer and be done and the reason for this is that the people I interview will not 
consciously know the answer to the question I have. Therefore, what I mean to do is have more of 
an open conversation revolving around topics like their biggest challenges at work, how a day 
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typically looks and how they deal with the challenges that face them. When a large enough 
number of people has been interviewed, there will hopefully be generic solutions or tactics 
popping up in a majority of the cases and I aim to identify and analyze these tactics and 
approaches using theories on leadership and cultural differences, and then use them to answer the 
questions at hand (see 1.3).  
 
The interview questions were prepared according to methods described and discussed in 
“Research Methods in Business Studies” by Ghauri/Gronhaug and “Den kvalitativa 
forskningsintervjun” (the qualitative research interview, 1997) by Kvale. The reason that the 
choice of method was made to be the open-ended interview was that I do not believe I would get a 
high quality output if I performed a more quantitative analysis and the reason for this is twofold: 
1) Like I stated earlier –I do not believe that the managers themselves know the answers to the 
questions at hand. I am sure that they collectively act in such a way, but it is very likely that they 
haven’t reflected upon it in such exact ways so that they would answer an explicit question in a 
meaningful way, and 
2) I do not believe that I beforehand could have constructed the questions well enough so that they 
would cover all the necessary aspects and contain as much information as the open conversation 
will. An open conversation will take me to different places with every respondent and since I 
record the interviews I can always revisit the recording and look for nuances or other aspects that 
were briefly touched upon, that never would have made it into a quantitative analysis. The 
obvious drawback is of course that I get fewer people involved, fewer respondents and as a 
consequence –not enough data to make statistical claims (as we shall see in chapter 5). All 
weighed in together, the pros of qualitative approach outweighed the cons, so I decided to go for 
the qualitative method. 
 
A pilot session to evaluate the questions asked and also get an estimate of the time required before 
setting up meetings with the remaining managers were held with the first leader on the 18th of 
April, 2009. The interview guide was slightly revised and then the final interview was conducted 
on May 15th, 2009 in Boston, MA.  
 
2.3. The qualitative research interview 
 
There are very few standard rules and methodological conventions within the field of qualitative 
research interviews, so the literature studied contributed significantly to the final shape of this 
work. The goal, however, is crystal clear: -to understand the world from the perspective of the 
person interviewed (Kvale, 1997). Technically speaking the qualitative research interview is semi-
structured, that is, neither an open conversation, nor a strict form to fill out. Kvale describes seven 
stages of the research interview and I followed these in carrying out my work. 
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The seven stages of the interview research (Kvale, 1997 –I abridged and translated freely) 

1. Overall concept 
a. Purpose plus description of the topic 
b. ”Why” and ”what” before ”how” 

2. Planning 
a. Plan for all these seven stages 

3. Interview 
a. Conduct the interviews following an interview guide (= a set of questions) 
b. Use a reflective approach 

4. Print-out 
a. Prepare the material for analysis (can be done in several ways)  

5. Analysis 
6. Verification 

a. Determine generalizability, reliability and validity 
b. Reliability – consistency of results 
c. Validity – does the interview investigate what was intended? 

7. Report 
 
I followed these stages to the extent possible and my approach can be summarized as follows: 
 

1. This was defined together with senior management at SJM and then reviewed and 
modified in collaboration with my supervisor, Marie Aurell 

2. Initial planning took place at the time leading up to the thesis proposal which was due 
February 8, 2009 

3. An interview guide was put together and reviewed by SJM’s HR director, Marie Aurell, 
Christian Zinfandel and Per Österberg and modified accordingly. I also performed a test-
run of the interview on a selected leader and modified slightly afterwards. The interview 
guide is in Appendix A. A second interview guide for the American interviews can be 
found in Appendix B.  

4. I chose thematizing. This means that I binned the main takeaways from each interview 
into a number of different categories or themes that were defined after the interviews were 
completed, using relevant theories. (This is elaborated further in chapter 5) 

5. The analysis was in three steps: 
a. listening to the recordings several times while taking notes 
b. Summarizing according to bullet number 4 above 
c. Reviewing and comparing multiple times across the data from all respondents  

6. This was performed by reviewing the demographics (see section 4.2) in which I concluded 
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that most significant departments were represented and that the age- and gender 
distribution were satisfactory spread out. The final step of verification is the observation 
that data was very consistent. The generalizability will be achieved based on the 
assumption (and in part the result) that the largest and most significant challenges 
identified in this thesis stem from cultural differences, rather than SJM-specifics. 

7. The outcome of the interview was, according to bullets 4-6 above, is written down 
separately, with the analysis of the outcome presented in chapter 5. 

 
 The purpose definition was the start of this thesis work. I asked for a meeting with St. Jude 
Medical’s president in Sweden (Magnus Öhman) and the HR Director and together we came up 
with the outline of this work. They wanted me to answer the question “what constitutes successful 
leadership at St. Jude Medical?”. The planning was carried out in collaboration with my 
supervisor Marie Aurell and the director of HR. The next step was to study relevant literature and 
articles as preparation for this work. After that came the construction of the interview guide (see 
appendix A) which was used for all interviews with the Swedish managers.  
 
There are different types of interview questions according to Kvale (1997) and it might be useful 
to reflect on that for a moment: 
These are: 

• Opening questions  
• Follow-up questions 
• Probing questions 
• Specifying questions 
• Direct questions  
• Indirect questions 
• Structured questions 
• Silence 
• Paraphrased questions 

 
After reading the texts regarding these types of questions I decided to include the two last types of 
questions to some extent in addition to the four first types, which I had already planned to use. 
The use of silence is a powerful tool to get people to keep talking, open up more and get their 
though processes going. Paraphrasing what has just been said is also a powerful tool, but with 
another purpose, or two in fact. The first thing that it does is that it allows me to check that I in 
fact understood what the interviewee tried to say, and the other benefit is that the interviewee will 
get a chance to find out  if his/her answer was interpreted in the way they intended it to be.  
 
The data collected in this thesis work is primary data, that is, the data is acquired for this specific 
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topic (Ghauri and Grönhaug, 2005). This seemed like the only option given the nature of the 
purpose and the questions at issue, but of course it requires more time and effort to collect than 
secondary data. Methods for analyzing the data once all has been collected include the following 
analytical activities: 

• Categorization 
o Classifying units of data. 
o Naming and giving labels to phenomena found in the data (thematizing pt.1) 

• Abstraction 
o Builds on categorization 
o Collapses categories into higher order conceptual constructs (thematizing pt.2) 

• Comparison 
o Explores differences and similarities in the data set 
o A part of categorization  

 
I will follow up on the acquired data by scanning through it and look for strategies and key factors 
identified either by themselves as important for success or possibly by others as obstacles they are 
yet to climb. Finally the data will be analyzed from age-perspective, gender perspective and years 
at SJM-perspective to see if any significant differences appear.  
 
2.4. Data collection 
 
After discussions with my supervisor we decided that I should not make full transcriptions of all 
interviews. I recorded the interviews using a digital mp3-recorder and that work is the basis for 
the analysis. The data is then analyzed with the questions and purpose from sections 1.2. and 1.3. 
in mind. Special attention will be given to years at SJM, gender and age when working through 
the material. Since this is not a hypothesis-testing interview based work, but an explorative 
interview based work (Kvale, 1997) I will use a rather non-structured interview approach, 
introducing a topic that is to be charted and then try to expose the solution to a complex problem 
or question.  
 
No upper limit regarding the number of interviews to be performed was set beforehand but instead 
in a qualitative research interview study, you are to keep conducting interviews until you are 
satisfied with what you have got. After 9-10 interviews I felt that I had enough material but I had 
already scheduled 12 so I included the last ones as well. Later on in the process the President of 
SJM Sweden suggested that I interview some American senior managers to contrast my findings 
so I interviewed four American managers in May, 2009. For those interviews, which were shorter 
I use an alternative, abridged and adjusted interview guide, available in Appendix B.  
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2.5. Material 
 
Twelve managers currently hired at SJM in Sweden were interviewed. They were selected in 
collaboration with the HR-department to get a wide distribution across age, gender, time as an 
SJM-employee and functional role.  
 
Departments 
The twelve managers interviewed represent the following departments at SJM in Sweden (with 
number of participants within brackets): 

• Senior management (1) 
• Software (2) 
• Operations/Manufacturing (1) 
• Program management (1) 
• IT (2) 
• Quality and regulatory (2) 
• Development (3) 

Note: Software is really a part of development but since it is such a large part it was treated as a 
separate functional organization.  
 
Statistics 
 

 

Figure 1: Gender distribution 

 
The gender distribution of the interviewed employees is shown in Figure 1. The Swedish dataset 
has a uniform distribution with 50% male and 50% female participants, but if we also include the 
American participants its shifts slightly to 56% male and 44% female participants.   
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Figure 2: Age distribution 

Figure 2 shows the age distribution among the participants. The mean year of birth was 1965 +/- 
11 years, with 1964 being the median and a standard deviation of ~6 years. The ages range from 
1954 to 1975. 
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Figure 3: Time as an SJM employee 

The time each interviewed employee has been employed at SJM Sweden (or the same company, 
as some were hired before 1994) is displayed in Figure 3. Those who were hired prior to 1994 
were either hired by Siemens-Elema or Pacesetter, depending upon which year they were hired. 
The average time employed for the participants was 13 years with a standard deviation of ~7 
years. 
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Figure 4: Duration of the Swedish interviews 

 
Figure 4 shows the time of each interview with the Swedish managers. The interviews ranged 
between 31 minutes and 57 minutes with an average interview time of ~39 minutes per employee. 
This graph is included to provide the reader with a better sense of the nature of these interviews 
and the time spent with each interviewee. This may help to see that no one was given too little 
time and also that there was ample time for open discussions.  
 
In addition to these twelve Swedish managers which constitute the main source of information for 
this thesis, I also interviewed four senior managers from the USA. For obvious reasons they were 
not asked the same questions as the Swedish managers and were not part of the basic material. 
The outcome of those interviews was analyzed separately at first (in section 5.8.) and then 
contrasted to the main results from the Swedish interviews in the conclusions chapter.  
 
2.6. Review of the choice of method 
 
After finishing the work with this thesis I feel confident that I made the right choice of methods 
and appropriate assumptions. Possibly it would have been interesting to A) also include a 
quantitative analysis and B) including a larger population. The use of such data to complement the 
qualitative data would have allowed for more statistically relevant observations and subsequent 
analyses of the same. Perhaps a suitable way to address both of these concerns is one particular 
thing that I could have done. In retrospect it would have been nice to, after reviewing all the 
qualitative data, put together a questionnaire based on these outcomes and see to what extent the 
employees at SJM Sweden feel that they agree with the results and feel comfortable with them, 
but also allowing them to rate their respective managers on the aspects presented in the 
concluding part of this thesis. At SJM there are frequent polls in which people are asked to rate 
their managers in different aspects so that in itself would probably have been well received. I did 
however make a conscious choice not include the quantitative approach and now I have to stand 
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by it, but it might be a suitable suggestion for continuing this work, to put together such a 
questionnaire and get a couple of hundred respondents, perhaps both in Sweden and in the USA. 
Another flaw of the implemented approach is that the unconscious, collective answer to the 
questions at hand became more and more apparent as the interviews progressed. It might have 
increased the quality of the analysis and conclusions, had there been an interim review and 
subsequent updating of the interview guide to more precisely target what was being sought. 
 
The choice to record the conversations turned out to be a necessity as some people spoke at length 
and there were no chance of getting it all down on paper. It was also probably the only way I 
could have done it in order to be able to review the material as freely as I did. The choice of 
identifying themes out of the actual acquired data set also turned out to be an efficient approach. 
After listening to the data a couple of times I started to get a feel for how I was to tie what they 
were saying to the questions at hand, presented in chapter 1. The themes I came up with were an 
easy and accessible way of boiling the data down to its core messages.  
 
The demographics of the interviewees was satisfactory in all aspects considered, even though the 
time as an employee at SJM almost had something of a bi-modal nature to it, which certainly 
should be avoided if possible. The gender- and age distributions were satisfactory and evenly 
distributed. 
 
The choice of open-ended interviews turned out to be an appropriate choice and I believe that the 
realization to use that type of approach was crucial to the success of this work. After spending 
quite some time with the questions at hand and figuring out how to attack them, I came to the 
conclusion that even though I am sure that the collective consciousness among the people that I 
interviewed divulges the facts and answers that I seek, no single one of them would be able to 
answer these questions if posed in a direct manner. This discussion-like interview setting created 
an environment in which they could speak and associate freely and I could lure them into 
describing scenarios which have served to educate and develop them as leaders. Then in analyzing 
the data I could start digging out those gems of more or less subconscious knowledge and mold 
the different pieces together into a whole. For that reason the choice of method really fulfilled its 
purpose.  
 
The level of generalizability (as briefly touched upon in section 2.4.) was also fulfilled through 
the realization that the most significant part of the analyses dealt with questions that were non-
SJM specific, but instead questions, topics and challenges that you are likely to come across in 
any multi-cultural corporation. This means that the purpose has been fulfilled (section 1.2.) in that 
the analyses in this thesis may be useful to the field of cross-cultural understanding in general. 
The questions at issue were answered as intended and the results were satisfying. Through the use 
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of thematizing and a suitable interview guide it was made possible to tie all the data to the 
questions at issue, which means that the thesis achieved validity (2.3.). In chapter 5 the relevant 
inconsistencies in the analyzed material is described further. There were some occasions where 
the data diverged but in all relevant aspects the data was coherent and thereby fulfills the 
reliability property (2.3.).  
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3. About St. Jude Medical 
 
This chapter will serve to better the reader’s understanding of St. Jude Medical. In this chapter I 
describe the company by facts as well as some of the different ways that work takes place at SJM.  
 
3.1. Company facts 
 
St. Jude Medical (SJM) is an American company that has approximately 14000 employees 
worldwide, with a main office in St. Paul, Minnesota in the United States of America. SJM is 
active within the field of medical technology and is generally among the top three players in each 
field in which the company is active and produced net sales of $4.363 billion in 2008. SJM has 
been listed as one of the most admired companies in the FORTUNE magazine in the last five 
years and was actually listed as no1 in two consecutive years (2007 and 2008). BusinessWeek 
magazine also listed SJM as one of the 50 best places to launch a career in 2007. (Facts from 
www.sjm.com) 
 
St. Jude Medical has several divisions of which the largest is the cardiac rhythm management 
division, or CRMD and the primary business of this particular division is pacemakers, implantable 
cardioverter-defibrillators (ICDs), cardiac resynchronization therapy (CRT) as well as leads and 
other aids that go along with the aforementioned products. The CRMD also is the division which 
incorporates the Swedish site in Veddesta, located in the north-west of Stockholm which is also 
the focus of this thesis.  
 
This site contains research and development (R&D), regulatory and quality control functions, 
intellectual property (IP) and manufacturing as well as support functions such as IT/infrastructure, 
finance and HR. The site existed and worked with more or less the exact same things even before 
it became a part of SJM. The implantable pacemaker is in fact a Swedish invention and the first 
ever implant in a human being took place in October 1958. Several larger corporations have 
owned the Swedish pacemaker company over the years including Siemens-Elema and Pacesetter 
and it was through the acquisition of Pacesetter that the Swedish site (now in Veddesta) became a 
part of SJM in 1994. SJM CRMD has two sites in California which are similar to Veddesta; the 
largest is in Sylmar, just north of Los Angeles and also houses senior management and the 
smallest of the three which is located in Sunnyvale, in the Bay Area close to San Francisco.  
 
All steps in the process of a making pacemaker exist in Veddesta as well as in the Sylmar site in 
the USA –that is, there are not merely a handful of special tasks that are carried out here in 
Sweden but there is in fact in-house competency in each and every part of the process. The idea 
generation and patenting of novel technological solutions, diagnostics and therapies exist in 
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Veddesta. The design of prototypes, the chip-design, algorithm development, testing, software, 
specifications, system engineers, clinical engineers that carry out “voice-of-customer” 
investigations and program management units –all of these functions and many more exist in-
house in the Veddesta site. 
 
 
3.2. Different team structures 
 
Work at SJM in Sweden is carried out basically in three or perhaps four, depending on the 
definition, different ways or different teams: 

• All-Swedish team 
o An entire phase of a project (or several phases or the whole project) consists of 

only Swedish project members. 
o This could include the inventor, the researchers who carry out pre-clinical trials 

and algorithm development and later the team who actually implements the 
suggested algorithms in the firmware in the devices or in the software of the 
programmer. (A programmer is a PC-like external “box” that is used to 
communicate with a device which is implanted in the body of a patient). Since 
work can be carried out on so many levels this example is by no means 
representative of all possible levels or constitutions of all-Swedish teams in 
Veddesta, but is a relevant example none the less.  

o At some point there will be a transfer to US-colleagues. 
o Even though there are no direct contributions from US-employees nor any US-

project members, there is a global program management organization (TPM = 
technology program management, for instance) that is run from the US which via 
one or two lower program managers are in direct contact with the Swedish project 
manager in order to be able to report progress to technical review boards or senior 
management regularly. 

• Global team 
o This has become increasingly common during the last five years. A typical project 

team in a research project may consist of a project manager and 3-4 researchers. In 
this type of constellation for instance two researchers may be from the Sunnyvale-
site and are responsible for algorithm development on data acquired by the 
Swedish research-participants. The project manager could be from either site. 

o This is merely an example of how it could be arranged, of course any permutation 
is equally possible.  

o The project manager, if Swedish, could very well have either direct contact with 
the TPM manager in Sylmar or report to a Swedish senior project 
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manager/program manager who in turn reports to a TPM contact (again, just a 
non-exhaustive example). 

• Project team 
o Also a more and more common form of team work 
o A larger project or program may consist of several clearly separable tasks and 

consist of researchers, developers, a system engineer and a clinical engineer. 
o The project could include: 

 Finding out what the customer wants 
 Gathering data from a hospital 
 Algorithm development 
 Creating a prototype to do the actual measurements 
 Creating software (SW) code for connecting this prototype in a meaningful 

way to our devices 
 Making sure the suggested solutions are feasible to implement 

o The development of a prototype could be done in one site, the data collection in 
another and the application/SW in a third. 

• Functional work  
o Work that is done solely in Sweden without any insight from the USA whatsoever. 
o This could be team building activities, continuous improvements, internal process 

revisions, educations etc 
o This type of work is of course necessary but only occupies about 10% of the 

typical SJM Sweden employee’s time, which is why this type of work in general 
terms will be considered beyond the scope of this thesis. 

 
If we direct our attention to the type of team that has contact with the US more or less regularly, 
this usually takes place in phone meetings late afternoon (Swedish time / CET). As California is 9 
hours behind us even starting a meeting as late as 5 pm Swedish time, means 8 am California time 
(Pacific Time). Usually the local project manager or for instance analysis leader will do most of 
the talking but quite regularly all team members will participate and present their work. They will 
also receive direct questions and feedback from senior staff members in the USA during these 
meetings and my point here is that the connection to the USA is evident more or less on a daily 
basis even for the newly hired MSc-degree fresh out of college. This is why I feel so strongly 
about this topic –the American ways, to whatever extent they in fact do differ from our Swedish 
ways, affect everyone and are clearly perceived. This can also be objectively ascertained by 
simply listening in on the topics of conversations during the famous Swedish “fika” (coffee 
breaks). 
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4. Theory and background 
 
Chapter 4 will provide the relevant theoretical background that this thesis rests upon which is 
divided into two main pillars. The first pillar is leadership and it starts out by taking the reader 
through history of management thought into different schools of leadership theories that have 
been important historically or are equally important today. The leadership is one important 
part of the theory behind this thesis work and the other theory pillar is theory about cultural 
differences. An extensive section of cultural differences is also included with special focus on 
matters relating to Sweden and the United States of America. The final section tries to tie the 
two theory pillars together as I address the concept of universal leadership.  
 
4.1. A history of management thought 
 
A new phase of management thought emerged in the times following the industrial revolution. In 
these new times the previously three factors of production, were slowly changing into the four 
factors of production. The previously recognized land, labor and capital were to be joined by the 
entrepreneur. With the entrepreneur being the main force in growing endeavors, it comes natural 
that the delegation of responsibilities to sub-managers was the next necessary step. In fact, the 
size of the early firms was often limited by the number of people the entrepreneur could supervise 
personally. The next challenge in these times was to find qualified workers to do the actual job. 
Also, the new situation was quite different than that on the farms, and to keep the workers you 
have from leaving, and also to keep them motivated, many efforts were made. These can be 
placed into three categories, namely; positive inducements (the carrot), negative sanctions (the 
whip) and efforts to build a new factory ethos. It was not only difficult to find workers –finding 
managers was also a challenge since at that time, a manager trained in one industry couldn’t 
change industries, like we see happen today. Management thought was carried further by Charles 
Dupin (Wren, 2005), who among other things wrote about the need for clear, concise instructions 
for workers. Another very important concept, taking a large step away from the past, was that 
managers do not need both technical and managerial ability, further emphasized by Samuel Slater 
in the USA.  
 
To keep the businesses of those times evolving and growing the work of Daniel McCallum in the 
fields of system and organization was very important (among other things, a formal organizational 
chart). The need for truly professional managers was recognized by Henry V. Poor. He saw the 
need for operating reports covering costs, revenues and rate making –a natural part of 
management today. Building on the work of Callum, Andrew Carnegie became a success in 
learning how to measure performance (Wren, 2005), control costs and properly assign authority 
and responsibility –fundamentals of good management to this very day.  
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4.2. Overview of leadership theories 
 
In the previous section we went through a large part of human history in a very brief manner. In 
this section I will focus on presenting, and commenting on, the main branches of modern day 
leadership theories. A division of theories and grouping them into these different branches that I 
will use is based upon the works of David Straker (2008). I will briefly describe these different 
approaches, or views on leadership.  
 
Great man theory 
These are primarily remnants from the old days in which people were not necessarily considered 
equal, but in fact, some were believed to be born for greatness simply because they belonged to 
the aristocracy. I will not dwell on this topic as it has little relevance today –it has however played 
a very important role throughout history and it would be careless to refrain from mentioning it 
(Stogdill, 1974).  
 
Trait theory 
The trait theories basically dealt with the idea (very close to the great man theory) that we are all 
born with different traits and characteristics that are more or less suitable for leadership. The traits 
and skills required include adaptability, intelligence, alertness, diplomacy, 
dominance/assertiveness and administrative abilities, to name a few (Stogdill, 1974).  
Certainly we can all agree that there are certain traits that you need to master to become a 
successful leader, and sure –some of us seem to have natural talents in one or more of these areas, 
but I refuse to believe that these characteristics that you have since birth are superior to what can 
be taught and learned through training and dedication. 
 
Behavioral theory 
This is a contrast to the previously mentioned theories as the basic idea here is that leaders can be 
made, rather than are born. This also brings with it the interesting notion that leadership can be 
defined and taught. The focus, as the name implies, is to look at what leaders actually do, rather 
than how they appear to be. If successful leaders behave in a certain way –then it should be 
possible to behave in a similar way and also be successful to at least some degree. That is the 
principle on which behavioral theories rest. In behavioral theory there are also concepts of what 
they may refer to as role theory. This is based on the psychological concept of projection, or self-
fulfilling prophecies in layman terms. It doesn’t really state what the root is and what is the cause, 
but this theory basically deals with that we all create our own images and views of what 
leadership is, or should be. These ideas are then subtly sent out and perceived by leaders, who 
conform and play the leadership role that is put upon them by others. There is a well known 
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concept within leadership theories that is known as the task vs. person preference (Blake, Mouton, 
1961). This is used to describe leaders based on how they work, which in turn reflects their 
primary focus. The focus can either be more on concern for people and the softer values of 
leadership, or it can be on a concern for production (task orientation). Mapping out preferences 
here can be a way to describe a manager in comparison to another.  
 
Participative leadership 
In the later part of the 20th century more and more effort was being paid to getting the employees 
involved and committed to their work (Wren, 2005). The best way of doing this, as it turns out, is 
to give people a sense of importance and participation. The participative leadership pays much 
attention to involving subordinates in decision making, rather than making autocratic decisions. A 
key figure in this field of human relations is Kurt Lewin (Wren, 2005). He studied group 
dynamics among other things and in his leadership studies he identified three different styles of 
leadership, in particular with respect to decision making. These three styles were (Lewin, Lippit 
and White, 1939): 

• Autocratic 
o Leaders make the decisions without consulting others 
o Lewin found this style to be the cause of the most discontent 

• Democratic 
o Subordinates are included in the decision making process 
o Problems may arise if there is a wide range of opinions present, but Lewin also 

concluded that when “people felt that they had been involved in the decision” 
(Wren, 2005) –it facilitated the change process, even though the final decision was 
the leader’s 

• Laissez-faire 
o Basically minimizing the leader’s involvement, while maintaining responsibility 

for the outcome 
o Requires highly skilled and motivated employees 

 
Out of these three styles Lewin concluded that the democratic style was the most effective style 
(Straker, 2008). Lewin in turn had followers, one of which was Rensis Likert. He refined the 
styles of his mentor further and came up with four styles instead, which were (Wren, 2005): 

• Exploitive authoritative 
o Low concern of the leader for his staff 
o Immoral tactics such as threats and fear-induction are employed 

• Benevolent authoritative 
o As much of an authoritarian as the previous style but without the Machiavellian 

(cunning, duplicity, or bad faith) tendencies and instead a concern for people 
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o Rewards are used instead of threats 
• Consultative 

o There is still not a perfectly open communication from the bottom and up towards 
the top but more of a dialogue is present. 

o Genuine efforts to consider ideas from subordinates 
o Most decisions still made centrally though 

• Participative 
o Decision making is shared with the staff 
o Psychological distances between different levels in the company are diminished 

 
Contingency- or Situational leadership 
A natural progression from the theories we have just discussed is to not confining a leader to only 
one of the aforementioned styles. During the ‘70s and ‘80s the situational leadership came into 
bloom. When it is time to make a decision, the specific circumstances surrounding that particular 
decision will tell you what style would be the most efficient for this specific case. Pioneers in 
describing these contingency, or situational leadership theories were Gary Yukl and Fred Fiedler 
(Wren, 2005). They described several different leadership styles and during what circumstances 
they would be efficient and when not. Fiedler developed the famous least preferred co-worker 
(LPC) theory (Fiedler, 1967), in which a leader is to grade a person that they would not want work 
with again, on a range of scales between positive and negative factors (friendly, helpful etc versus 
gloomy, unfriendly etc). A high LPC leader scores this least preferred co-worker rather high and a 
low LPC leader scores that co-worker low. This is to be interpreted such that the high LPC leader 
tends to prioritize relationships before the task (as we already touched upon in the behavioral 
theory section of this chapter). Following Fiedler, views like the path-goal theory of leadership by 
House and Dessler and the decision process theory of Vroom and Yetton (Straker, 2008) we 
entering the stage. Hersey and Blanchard’s situational leadership theories (1999) are also closely 
related to the works of the just mentioned people. Basically, they all work with putting labels on 
the problem at hand, the co-worker and the leader –but in different ways. I find these shortcuts to 
situational leadership very appealing and try to use them myself on a regular basis. They help you 
identify what type of behavior you should employ. You could for instance start out by labeling the 
importance of the task –high or low. Then you could evaluate the person who you are to give this 
job to –is he/she junior or senior? Ambitious or low-commitment type? And so on. Then there are 
different maps where you can find out where the scores you have placed intersect and that place 
on the map would tell you how to behave, for instance delegate, or be supportive and step back, or 
decide exactly yourself, and so on. If we look to Hersey and Blanchard’s work for a more detailed 
example, we may come up with this (Hersey and Blanchard, 1999); 
-The co-worker has low competency and low commitment, and then the leader should have high 
task focus and low relationship focus. If we instead have a high competency/low commitment co-



 27

worker, that places new demands on the leadership. As a leader in that case, you must strive to be 
high on the relationship focus instead. This of course comes down to motivation, so in this case it 
is the leaders role, not to tell him or her what to do as he/she obviously already knows this, but 
listen and try to find out what the reasons are for this behavior and what drivers this particular 
person has. It is always the leader’s job to try to get the most out of every employee –but it is 
always done in different ways.  
 
Transactional leadership 
This is somewhat a step back into the old days of managerial thought, as it is basically the theory 
of the whip and the carrot, or punishment and reward if you will. It also rests on the pillars that all 
systems work best with a clear chain of command and that the prime purpose of any subordinate 
is simply to do what they are being told by their manager. Given the simplicity of this theory and 
how natural it has always come, it is of course still widely practiced today. I think it is safe to say 
though, that this type of behavior has more to do with managing and less to do with leading. 
In practice it works generally speaking, but as soon as demand for a particular skill outweighs 
supply –transactional leadership may be insufficient and other approaches should be used.  
 
Transformational leadership 
The basic assumption behind this theory, which may be the most modern theory of leadership that 
I will address, is that people will follow a person who inspires them. A person who has vision and 
passion and get things done by injecting energy and enthusiasm into his or her followers –will 
make a difference. The basis, or foundation, of all transformational leadership is a vision. The 
leader can not simply just be handed this vision from senior management and then go forth and 
reap success. No, the transformational leader must first make this vision his/her own. The leader 
must swallow the vision whole and be able to argue for it with complete sincerity and passion for 
it to work in the way we wish for it to do. The transformational leader then constantly sells his/her 
vision. An important thing to realize here is that the transformational leader, which can pretty 
much be described by the traits used for the charismatic leader (Dubrin, 2006), is not only selling 
the vision, but also himself/herself. This means that the personal traits, appearances and qualities 
of this type of leader play a much more central role than in any other leadership theory that I have 
touched upon in this chapter. A transformational leader, after finding the vision and adopting it, 
must then set the direction and constantly point towards it. Now, this direction may very well 
change numerous times, but the transformational leader accepts that there will be failures and 
dead-ends, and simply picks up the compass and heads off into a new direction when facing an 
impossible obstacle. Methods used by transformational and charismatic leaders often include 
encouraging extreme team spirit, boosting morale with celebrations, but also using ceremonies, 
rituals and other symbolism (Straker, 2008). Probably, the most defining characteristics of a 
transformational leader are that they are people-oriented and have a profound belief that success 
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stems from commitment.  
 
For the transition from transactional to a more transformational leadership to happen, a leader 
needs to increase the awareness of the importance of the task at hand and get the co-workers to set 
aside their own interests for the benefit of the team (Bass, 1990). When discussing the charismatic 
leaders and the traits and behaviors associated with them, there is one aspect in which there 
clearly exist differences of opinion among researchers and that is regarding the “higher values” 
like moral and ethics. J. M. Burns believes that the appeal to social values and similar is what 
encourages people to collaborate and set their own personal goals aside (Burns, 1978) whereas 
Bernard Bass views transformational leadership as amoral attribute transformational and 
charismatic leadership skills to Adolf Hitler (Bass, Steidlmeier, 1998) and others. I think that they 
are both right, in the sense that there usually is an appeal to higher order values and the greater 
good from transformational and charismatic leaders, but they are certainly not always morally 
impeccable themselves, even though they can with extreme precision sell or convey the message 
that everyone else should be.  
 
Leader-Member Exchange (LMX) theory 
This is a theory that describes how leaders in groups can maintain their position through a series 
of tacit exchange agreements with their members (Straker, 2008). This theory basically states that 
within in each group there is like an inner circle, a select group of people that have no formal 
position above the rest of the team members, but still in practice are one step closer to the leader. 
They have gained the trust and liking of the leader and are given higher levels of responsibility, 
authority to influence decisions and access to resources. These select few pay for their privileges 
by working harder than the average group member, being more committed to making the delivery 
and completing the task, as well as sharing more administrative duties. The process which 
regulates or describes this type of interaction or group dynamics is referred to as an LMX process 
(Graen, 1995).  
 
Manager vs. Leader 
A classic quote when distinguishing between a leader and a manager is “managers do the right 
things and leaders do things right”. That is a good phrase to remember when thinking about what 
the two words really means in practice. Another key difference is that the two “jobs” do not 
necessarily deal with the same things at all. Leadership deals with leading people, while managers 
deal with managing tasks (Straker, 2008). Here it is again, the concept of task- or people-driven 
behavior. It is generally considered that  leadership involves focusing on the inter-personal 
relationships and softer values of leading (or managing) a group (Dubrin, 2006), while harder 
concepts like time plans, budgeting, reports, results processes etc relate to management skills. 
Another way to look at it is to see that a long time ago there was only management and leadership 
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was reduced to only the whip and the carrot, and that leadership with the high focus on the human 
element was gradually introduced and given more importance during the 20th century (Wren, 
2005). In connecting this distinction to the previous topics in this section we may conclude that 
(Straker, 2008): 

• Managing is connected to 
o Authoritarian and transactional styles 
o Task focus 

• Leadership is connected to 
o Charismatic and transformational styles 
o People focus  

 
In this thesis when I say leaders I mean those who lead other people in a formal role as a manager, 
whether it is as a project/program manager or a manager of a team or organization. However, 
many or most of the discussions are applicable on many other situations as well as many people in 
fact are leaders, but simply on other surroundings or settings than the ones where the formally 
appointed leaders generally work.  
  
4.3. Cultural differences 
 
Vast cultural differences do exist, even between almost neighboring countries who consider 
themselves to be very similar if asked. Sweden and the United States of America –two seemingly 
similar western, civilized countries –but with very large underlying differences in culture when 
you start scratching the surface. Well what are these differences made up of? Culture, as it turns 
out, is not easily defined or described. The online dictionary Wikipedia (www.wikipedia.org/en) 
defines it as “the set of shared attitudes, values, goals, and practices that characterizes an 
institution, organization or group” and a search on Google (www.google.com) lists many other 
variations thereof. I find the following definition a rather easy and intuitive one, which I prefer to 
stand by throughout this thesis: “The collective mental programming of the people in an 
environment” (Hofstede, 19801). Regardless of the exact definition thereof, issues relating to 
cultural differences are among the most central and most persistent factors that influence 
international business activity (Koivisto, 1998). It is also important to realize that not only are we 
inherently different, but we do also differ in values –what is a desirable trait or characteristic in 
one culture, is not necessarily a good thing at all in another. This might seem obvious but it brings 
with it one important consequence –we do not necessarily strive towards the same goal, and that is 
a ground shaking truth that certainly needs to be acknowledged. This brings with it a need to 
quantify, in an objective manner, the difference in behavior and preferences from one culture to 
the next. 
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Geert Hofstede is a pioneer and influential writer and researcher on different cultures and the 
effects of the differences between them. He created a framework for assessing culture and cultural 
differences that he himself refers to as “national cultures in four dimensions”. This theory is based 
on four main criteria by which the different national cultures are defined and the differences 
highlighted. These are: 

• Power distance 
• Uncertainty avoidance 
• Individualism-Collectivism 
• Masculinity-Femininity 

 
Power distance indicates the extent to which a society accepts the fact that power in institutions 
and organizations is distributed unequally. Uncertainty avoidance indicates the extent to which a 
society feels threatened by uncertain and ambiguous situations and tries to avoid these situations 
by providing greater career stability, establishing more formal rules, not tolerating deviant ideas 
and behaviors and believing in absolute truths. Collectivism is characterized by a tight social 
framework. Members of such a group expect their in-group members to look after them, and in 
exchange they feel an absolute loyalty towards the group. In individualistic groups, people are 
expected to take care of themselves. In the feminine society sex roles are more fluid and quality of 
life is important, whereas in the masculine society men are expected to dominate and performance 
is what counts. As it turns out, Sweden and USA are miles apart in some aspects, but rather close 
in others. If we for instance look at the way we communicate, both verbally and in writing, we are 
rather similar as compared to other countries. Communication can be described as being high or 
low context (Hall and Hall, 1990). Countries in which the citizens communicate predominantly 
through explicit statements (once again, in both text and speech) are categorized as low-context 
cultures. On the opposite, countries in which body language, facial expressions and the use of 
silence is more common are described as high-context cultures. In Table 1, an overview of some 
different countries that are arranged after how high-context each country’s culture is, is presented.  
 

High context cultures 

Japan 

Arab countries 

Greece 

Spain 

Italy 

England 

France 

North America 

Scandinavian countries 
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German-speaking countries 

Low context cultures 

Table 1: High and low context cultures (Hall and Hall, 1990) 

 

We can see from this list that Swedes rate almost the same as the Americans in this aspect which 
might be to some consolation before we go further into highlighting the differences. You may also 
note from Table 1 above, that the Scandinavian countries are grouped together and the German 
speaking countries together. Even though we ourselves often tend to highlight the differences 
between the Scandinavian countries, the differences within Scandinavia tend to be smaller when 
compared to other countries outside of Scandinavia. This grouping has been validated further by 
other researchers as well and it makes sense that countries that are in close proximity and also 
share language and, to some extent, work force tend to develop in similar ways (Brodbeck et al., 
2000). An interesting observation is that Sweden is considered far more similar to the Anglo-
cluster (U.K and Ireland) than to countries like Germany, France and Spain (Brodbeck, 2000) –
this is extra interesting as research shows how far we are from the USA even though they are in 
many other circumstances grouped together with for instance the U.K as Anglo-related, which 
makes perfect sense for historical reasons. It would appear that the circumstances that shaped the 
US led to a unique culture that is not all that related to their English heritage. Another aspect of 
culture that makes the Scandinavian countries more similar to the Anglo-cluster, and the USA for 
that matter, than to the southern European countries is our prepotency for linear-active time 
(Lewis, 2000). This means that the countries of Northern Europe carry out their plans sequentially 
as entered in a schedule, whereas the countries in southern Europe very often do multiple things 
simultaneously (and are multi-active), with little regard for the actual time it takes or the time of 
day. In this aspect Sweden is similar to America, even though there are some differences. The 
Americans are linear-active, but as they live so much in the present and the future (Lewis, 2000), 
they do have a tendency to push the people of northern Europe into action sooner than preferred. 
Americans usually are driven by a desire to “get on with it”. While on the topic of languages –that 
is certainly a big extra challenge that follow in the wake of cultural differences. When Swedes 
deal with Americans it is exclusively in English and it is quite common that a lack of 
understanding of subtle nuances can cause Swedes to be perceived as overly blunt or direct, or 
even totally reverse the meaning of what they were trying to convey. A quote presented in a 
Swedish magazine from a situation when a Swedish manager greeted his foreign guests was: 
“please take of your clothes and follow me to the whip room”. What was intended was of course 
to say “please leave your coat and follow me to the VIP room” (It is quite common that Swedish 
people mispronounce the letter “v” as a “w” when speaking English, as seen above). Americans 
also tend to speak frequently and when they speak, they speak a lot. Swedes generally prefer 
quality before quantity (Powell, 20071), and that also goes for speaking. This language barrier is 
something that makes cross-cultural communication even more difficult (Lewis, 2000).  
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Returning now to the work of Hofstede, where he studied 40 countries, I have isolated only the 
results for Sweden and the United States as that is what is of interest in this thesis. Figure 5 below 
show how Sweden and USA scored in the four criteria, or dimensions, put forth by Hofstede. 
 

 

Figure 5: Cultural dimensions (Hofstede, 19801) 

 

Figure 5 illustrates the four dimensions of national culture and how Sweden and the USA scored 
in Hofstede’s research. The picture is schematic and axis and scales are approximate (the left-
most corner of the flag is aligned with the score). When reviewing the results in Figure 5 it might 
help to know that the world averages were: 

• Power distance – 55  
• Individualism – 43 
• Masculinity – 50  
• Uncertainty avoidance – 64  

 
As most of us would probably expect, there is a lower power distance in Sweden as compared to 
the United States, but perhaps not as significant as we might have assumed. USA and Sweden 
were also rather similar with respect to uncertainty avoidance, even though Sweden has a lower 
degree of uncertainty avoidance than do the United States. This suggests that we in Sweden have 
a slightly more open mind to alternative behaviors and actions. USA was clearly at the top of the 
most individualistic countries in the entire investigation (in fact, USA was the highest scoring 
country in the world) and Sweden was somewhat above the mean value, with Latin American 
countries typically scoring the lower values (and they in turn scored the highest value on 
uncertainty avoidance). The dimension that has to do with individualistic behavior is considered a 
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very important one as it “reflects whether ultimately a society sees as its basic building block the 
individual or the group” (Schein, 2004). This is the second most pronounced difference in these 
data between Sweden and the US, but then there is a huge leap to the most pronounced difference 
between our two cultures. The most pronounced difference was when we focused on masculinity-
femininity, but this time USA was rather close to the middle and it was Sweden that was the 
extreme. Sweden was the most feminine country of all countries investigated. This statement 
paired with the fact that USA also is a much more individualistic culture, causes the distance in 
the “masculinity-individualism-space” to be very large between the two countries and this we 
should be aware of. The dimensions relating to power distance and uncertainty avoidance would 
not seem to be relevant in this comparison as the differences between the United States and 
Sweden are rather small (especially with respect to power distance as can be seen below). The 
differences in the aforementioned cultural dimensions between the USA and Sweden are 
summarized in Figure 6 below. 
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Figure 6: Cultural differences USA-Sweden (Hofstede, 19801) 

 

Figure 6 clearly shows where the largest differences lay when comparing the United States to 
Sweden. The difference in the masculinity-femininity dimension stands out. The data in Table 2 
below is from the work “Do American Theories Apply Abroad” by Hofstede (19802), and 
highlights cultural differences in the “masculinity dimension”. 
 
 

Feminine Masculine 

Men needn’t be assertive, but can also assume 

nurturing roles 

Men should be assertive. Women should be nurturing. 

Sex roles in society are more fluid Sex roles in society are clearly differentiated 
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There should be equality between the sexes Men should dominate in society 

Quality of life is important Performance is what counts 

You work in order to live You live in order to work 

People and environment are important Money and things are important 

Interdependence is the ideal Independence is the ideal 

Service provides the motivation Ambition provides the drive 

One sympathizes with the unfortunate One admires the successful achiever 

Small and slow are beautiful Big and fast are beautiful 

Unisex and androgyny are ideal Ostentatious manliness (“machismo”) is appreciated 

Table 2: The masculinity dimension (Hofstede, 19801) 

Although these statements in my mind are a bit over the top in some places, they do make sense at 
least on a higher level and it feels rather familiar and rhymes well with my own biases and views 
of our two countries’ differences. When looking at this table (and the others which follow 
shortly), we must not only remember which country that was on which side of the other (in this 
case more feminine or masculine) –but also where on the scale (0-100, remember..?) the countries 
ended up. If we focus on the table above we can see that the left column seems to describe 
Sweden very well, whereas the right column probably feels more like it is describing Saudi Arabia 
than USA. So does this mean we can not trust these results? No, but it reminds us to remember the 
actual scores as well. Sweden was the most feminine country of all the investigated countries 
which implies that the left column, describing the one extreme applies very well to Sweden. USA 
on the other hand did not end up on the other side of the spectrum, but somewhere in the middle. 
The difference from Sweden was very large, but that is the relative measure. In absolute measures 
it is safe to say that the Unite States most likely is a mix of the two columns above. This is 
important to remember so that we do not draw the wrong conclusions from looking at these tables.  
Now that we remember how to interpret the data, we can add even more facts behind our 
comparison of our two nations if we also take into account the other dimension in which we 
differed a lot –the individualism dimension, seen here below in Table 3. 
 

Collectivist Individualist 

In society, people are born into extended families or 

clans who protect the in exchange for loyalty 

In society, everybody is supposed to take care of 

himself/herself and his/her immediate family 

“We” consciousness holds sway “I” consciousness holds sway 

Identity is based on the social system Identity is based in the individual 

There is emotional dependence of individual on 

organizations and institutions 

There is emotional independence of individual from 

organizations or institutions 

The involvement with organizations is moral The involvement with organizations is calculative 

The emphasis is on belonging to organizations; The emphasis is on individual initiative and 
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membership is the ideal achievement; leadership is the ideal 

Private life is invaded by organizations and clans to 

which one belongs; opinions are predetermined 

Everybody has a right to a private life and opinion 

Expertise, order, duty and security are provided by 

organization or clan 

Autonomy, variety, pleasure, and individual financial 

security are sought in the system  

Friendships are predetermined by stable social 

relationships, but there is need for prestige within 

these relationships 

The need is for specific friendships 

Belief is placed in group decisions Belief is placed in individual decisions 

Value standards differ for in-groups and out-groups 

(particularism) 

Value standards should apply to all (universalism) 

Table 3: The individualism dimension (Hofstede, 19801) 

The concept of “I” which we are so afraid of in Sweden is not at all dramatic in any sense in the 
USA. People are expected to present themselves in a positive way and self suppression is not at all 
considered positive, as it is to a great extent in the Lutheran Sweden. This becomes clear in the 
way we react when given a compliment. The American will smile and say “thank you” (Powell, 
20072) whereas the Swede will try to wiggle out of the sudden uncomfortable spotlight and give 
credit to someone else. In Table 4 below you can see the corresponding data for power distance 
instead: 
 

Small power distance Large power distance 

Inequality in society should be minimized There should be an order of inequality in this world in 

which everybody has a rightful place; high and low 

are protected by this order 

All people should be interdependent  A few people should be interdependent; most should 

be dependent 

Hierarchy means an inequality of roles, established for 

convenience 

Hierarchy means existential inequality 

Superiors consider subordinate to be “people like me” Superiors consider subordinates to be a different kind 

of people 

Subordinates consider superiors to be “people like 

me” 

Subordinates consider superiors as a different kind of 

people 

Superiors are accessible Superiors are inaccessible 

The use of power should be legitimate and is subject 

to the judgment as to whether it is good or evil 

Power is a basic fact of society and antedates good or 

evil. Its legitimacy is irrelevant 

All should have equal rights Power-holders are entitled to privileges 

Those in power should try to look less powerful than Those in power should try to look as powerful as 
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they are possible 

The system is to blame The underdog is to blame 

The way to change a social system is to redistribute 

power 

The way to change a social system is to dethrone those 

in power 

People at various power levels feel less threatened and 

more prepared to trust people 

Other people are a potential threat one’s power and 

can rarely be trusted 

Latent harmony exists between the powerful and the 

powerless 

Latent conflict exists between the powerful and the 

powerless 

Cooperation among the powerless can be based on 

solidarity 

Cooperation among the powerless is difficult to attain 

because of their low-faith-in-people norm 

Table 4: The power distance dimension (Hofstede, 19801) 

 

You might stop to wonder why I included the power distance table above, remembering that there 
was no significant difference between Sweden and the USA in this dimension. Well, I think it is 
safe to say that almost everyone you ask, whether it is on the Swedish side or the American side, 
would state that there is a big difference in hierarchic behavior when comparing our two nations. 
This is not very obvious in the Hofstede data, but this is simply because the other extremes are so 
much more hierarchic that Sweden and USA appear to be more similar than they actually are, 
since Hofstede normalized all score to be between 0-100. I therefore chose to include this table as 
it is interesting reading when contrasting it to the outcome of the interviews later in this text. 
 
The past section on Hofstede’s theories is very famous but they also have some critics. Koivisto 
claims that these dimension only touch the surface of these differences by focusing on what is 
visible and measurable (Koivisto, 1998). Some of the more in-depth questions that are addressed 
to a far less extent, according to Koivisto, are: 
“(1) What is the relationship between cultural heritage and management culture in a society?  
(2) What are the underlying dynamics in cross-cultural management, and which role is played by 
cultural heritages behind cross-cultural management?  
(3) Is there a linkage between cross-cultural synergy and friction in cross-cultural management 
and the cultural heritages behind?”  
You can connect these notions of Koivisto to the ideas of Claude Lévi-Strauss, an anthropologist 
and linguist. Lévi-Strauss stipulated that culture is a two-leveled entity; a surface-level and a 
depth-level (Lévi-Strauss, 1958) and that has heavily affected the writings of Koivisto. Even 
though Koivisto tries to distance himself from Hofstede’s cultural dimensions and other surface-
based observations, it is clearly so that his conclusions in his dissertation primarily deals with the 
concepts of high/low context communication (as described previous is this section) and the 
dimensions of power distance and individualism. I interpret his work as supportive of the work in 
this thesis as it too was based on open-ended interviews with managers which were then analyzed 
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for similarities and deviations. In his (Koivisto’s) work he also constructs a new parameter to take 
into consideration when evaluating cross-cultural differences and that is what he refers to as 
culture crossings. “Cultural crossing is that layer in a cross-cultural organization in and through 
which the cultural codes of communication and patterns of management are transformed from one 
cultural ‘language’ to another”. This concept has two elements, the locus and the mode, according 
to Koivisto. The locus is the organizational location where the two cultures meet. The mode is the 
way in which the previously mentioned transformation takes place and this could for instance be 
that there are no efforts to bridge the culture gap, that there is a buffer zone of mixed management 
or that the two cultures truly are present on both locations.  
 
Now we have spent some time with focus on the differences in culture between Sweden and the 
United States of America. A natural thought at this stage may be –is any one of the two cultures 
superior? Are they equal? Or is perhaps the optimal culture the mean value of the two extremes? I 
believe that the second answer is the truest one. As Edgar Schein puts it, “whether or not a culture 
is “good” or “bad”, “functionally effective” or not, depends not on the culture alone, but on the 
relationship of the culture to the environment in which it exists” (Schein, 2004).  What this means 
in this specific case is that given a certain set of circumstances –one of our two cultures may very 
well be superior, but only during those exact circumstances. If only one single parameter was to 
change, that could according to Schein flip the coin so that another culture would be the most 
efficient one. I think it is therefore valid to leave out any in-depth discussions regarding what 
behaviors on a cultural level that are desirable and which are not as the answer would forever be a 
function of the current circumstances. In the following section we will lift our gaze somewhat and 
see what common ground we share after all.  
 
4.4. Universal leadership 
 
With the rather pointed examples from the previous section in mind it certainly makes sense to 
think about the differences in American and Swedish cultures and it obviously raises the question 
posed in this thesis to many of the leaders at St. Jude Medical in Sweden –have these perceived 
differences caused you to change or at least the demands you feel placed upon you by your 
(Swedish or American) superiors? I think this is a valid question. We can see from Table 2 above 
that an American leader is expected to come across as something of a cowboy with all guns 
blazing, feeling almost too sure of himself. He is to give a bold impression, not be ashamed to 
build up himself while speaking to subordinates. He is also expected to make tough decisions on 
his own and see them through. Money and power are his natural prerogatives and, as Hofstede put 
it –ambition is the drive. The manager in the USA is viewed as somewhat of a hero, always in 
positive light and in part responsible for the world wide success of the USA (Lewis, 2000).  
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At the same time the Swedish business style, as described by John Alexander 
(www.johnalexander.se), is consensus-driven, modest and honest with sights set on teamwork and 
social welfare. Does this also mean that wide spread theories on leadership and management 
created by Americans are in fact not universal, and can to its full extent only be used in the 
American culture or similar ones? Hofstede believes this to be true (Hofstede, 1980) and even 
though globalization and multinational corporations lessen these effects, I am bound to agree. The 
concept of “I” not “we”, the obvious realization that we “live for work” and not “work to live”, 
the truth that everybody is supposed to take care of himself...   –perhaps these are in fact not 
universal keys to a successful leadership. There are cultures where this is not only considered 
positive traits in a leader, but where it is a bare necessity to even dream of succeeding. Just as that 
is true it is also true that there are cultures where such a leader would immediately be dethroned 
and replaced or at least regarded with the utmost contempt. Now, you and I both realize that there 
are probably some truths or principles, beyond the extremes I just touched upon, that are of a 
more universal nature, which probably “fit” rather well in most societies. My impression after 
reading some texts on leadership, after interviewing leaders and also reading through the work of 
Hofstede –is that it is probably some of the softer values and sides of human nature that are the 
traits that have the best success rate on a global scale. Pastor, leadership coach and author John C. 
Maxwell lists seven reasons why people become real leaders. In using the phrase “real leaders” 
Maxwell distinguishes between people who are appointed as leaders, given an assignment but still 
are not the one that the people listen to and follow –in spite of his/her formal power, and the ones 
that people follow blindly, whether they have formal power or not. There are always bound to be 
other subtle organizational structures that are never put on paper or clearly expressed but present 
and important none the less. It is according to Maxwell the following seven key aspects of a 
leader’s life that makes him/her into a successful, and real, leader (Maxwell, 1998): 

• Character –who they are 
• Relations –who they know 
• Knowledge –what they know 
• Intuition –what they feel 
• Experience –where they’ve been 
• Success –what they have achieved 
• Ability –what they can do 
 

These attributes go along nicely with what we can read in the book Leadership by Dubrin (2006), 
where he characterizes successful charismatic leaders. Dubrin assigns to them, among other things 
that they create visions (intuition), are optimistic and energetic (character), remember names of 
people (relations), have a stability of performance (knowledge, success), have high performance 
standards (ability) and that they are great tactics (which comes from experience first and 
foremost). These are all traits that I tie to the concept of transformational leadership (section 4.2.) 
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and these more modern aspects of leadership, in which the softer values are put forth, there are 
both great differences but also similarities across culture regarding what is accepted as “good” 
leadership (Pillai et al., 1999). I believe that the general aspects of the successful leader just listed, 
are about as universal as you can possibly get. But at this time I want to make an important point; 
-this goes for leaders! What about all the other people we work with and interact with? They are 
still the vast majority and they are perhaps not always as enlightened, if you will, to be constantly 
reflecting over the topics just discussed. For the vast majority the differences highlighted earlier in 
section 4.3. certainly apply. Doesn’t it make sense after reading about all these cultural aspects, in 
spite of the “universal truth-excursion” we just made, that Americans in general seem to expect 
something quite different from a leader or a manager than the average Swede would? I certainly 
think so and so does St. Jude Medical’s Swedish upper management, as we shall see in a short 
while when we review their own educational material for employees and leaders, in section 5.2.  
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5. Analysis and discussion 
 
The massive amount of data that has been acquired according to the methods described in 
chapter 2 is here analyzed. The first section is an introduction to the analysis methodology 
with references to the relevant theory as well as to the purpose of this entire thesis work. This 
section is followed by section 5.2. which is an overview of St. Jude Medical’s current views 
on leadership. The subsequent sections 5.3. to 5.8. analyze the data according to the 
themes/categories presented in section 5.1. The final section of this chapter (section 5.9.) 
deals with the American perspective in relation to the opinions voiced by the Swedish leaders.  
 
5.1. Introduction 
 
Almost 10 hours worth of interviews were generated during this thesis work and countless hours 
went into the analysis of the same. Since the choice of method was a semi-open interview 
technique, as a means of acquiring data –there is not a simple questionnaire that can be presented 
here. After going through all the different interviews multiple times I chose to bin the topics 
discussed into six different categories (see section 2.3) or themes. These themes are based in part 
on the theory presented in chapter 4 and in part upon the primary questions at issue (section 1.3.) 
and the overall purpose of the thesis (section 1.2.). These themes are (with purposes described 
below each theme): 

1. Analysis of the culture at SJM in Sweden today. 
i.To be able to ascertain the locus and mode of the organization (Koivisto, 1998) 

2. Thoughts on the cultural differences between the Sweden site and the US-sites. 
i. Connect to the cultural dimensions (Hofstede, 1980) for characterization 

3. How does the American influence affect leaders at SJM in Sweden? 
i. Address Swedish vs. American leadership (Schein, 2004; Lewis, 2000; Koivisto, 

1998; Hofstede, 1980) 
4. What challenges are commonly there for leaders at SJM in Sweden? 

i. Address question at issue (1.3.) 
5. What tactics can be used to deal with these challenges? 

i. Address question at issue (1.3.) 
6. What is good leadership at SJM in Sweden today? 

i. Address main purpose of thesis (1.2.)  
 
As I had completed more and more of the scheduled interviews I was surprised to see some things 
popping up over and over. In general I believe that there exist some definite “dos” and “don’ts” 
here at SJM and they appear quite clearly in the interview material. There were a few areas though 
in which the exact opposite opinions were expressed and that is equally interesting. I will now 
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take you through what my key takeaways were, theme by theme in the following sections, and 
then address the differences that came up and finally round off with the American perspective on 
our unique situation at SJM.  Their views, opinions and ideas are summarized in section 5.9. But 
first, as promised:  
 
5.2. St. Jude Medical on leadership and cultural differences 
 
St. Jude Medical has internally a well developed view of what they expect their leaders to be. The 
task appointed to leaders at SJM in Sweden is “Create conditions and lead your co-workers so that 
they act and behave in a way such that the company’s long term and short term goals are fulfilled” 
(SJM internal leadership education, 2008). This is of course quite a general statement that 
probably is valid within many companies but I still feel it is worth taking the time in this section 
to talk a bit about the views on leadership at SJM as that might constitute the basis from which we 
evaluate the interview responses, along with the background provided on cultural differences 
between Sweden and the United States. Leaders at SJM are encouraged to challenge the internal 
processes, find room for improvement and dare to take risks. They are to inspire and encourage 
the employees to an active approach to their job and act as role models in doing so (-this is 
material from SJM’s internal leadership education, courtesy of SJM AB). 
 
A couple of years ago, back in 2007, SJM arranged an education in realizing and dealing with 
cultural differences between the Swedes and the Americans. This was a simple one day course, 
but still an important landmark that I wish to highlight in this work. This indicates that the 
management at SJM is aware of the fact that there are cultural differences between us Swedes and 
our American cousins (I should note though that culture courses have been arranged previously 
too, but that was a rather long time ago). That is important, but what is perhaps even more 
important, at least to me, is that they in fact acknowledge that there are problems involved with 
these aforementioned cultural differences and we had best act to try to resolve those if we are to 
be the best we can possibly be.  
The key phrase this particular education was hinged upon was “You are perhaps not always 
perceived as You think You are!”. We always communicate with our American colleagues in 
English, which of course is a second language to most Swedish people and immediately there is 
room for misunderstandings. The Swedish people of course need to be aware of the most usual 
linguistic accidents, but in my mind it is equally important, if not more, that the Americans 
remember this as well.  They also need to remember not to use unnecessarily difficult language 
when communicating with their Swedish colleagues.  
Some key characteristics of Americans were listed in the course, and these included: 

• Talkative 
• Direct 
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• Individualists 
• Authoritarian (the boss) 
• Exaggerated, overly positive language 
• Not afraid of conflicts 
• Competitive 
• Short-term focus  
• Result- and goal driven 

 
-and you don’t have to have a PhD in cultural behavior to get a feeling that these listed 
characteristics are perhaps not used too often when describing Swedish people... 
The following is an excerpt from a slide presented in that course on culture differences (ACCEPT 
Cross Culture, 2006): 
 
Examples of differences in expectations of an oral presentation/communication: 
 

The American expects the language to be: 
• Humorous 
• Jokes 
• Modern 
• Gimmicks 
• Language of battle 
• Enthusiasm 

 
The Swede expects the language to be: 
• Modern 
• Quality 
• Design 
• Technical information 
• Information about deadlines 

 
According to the course, the most cross cultural misunderstandings occur in situations related to 
how we are motivated, how we give and receive criticism and finally in conflict resolution. 
They also offered direct hints to Swedish people on how to act around Americans in general, but 
during meetings with Americans in particular. The first message is “face it –there are differences! 
Accept it, deal with it and move forward”. Other hints include “speak during meetings”, “use I 
instead of We”, “dare to stand out” and “be clear and precise”. We will now proceed to the 
thematic analysis of the actual data. 
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5.3. Analysis of the culture at SJM in Sweden today  
 
It is generally considered that the atmosphere at SJM in Sweden is more than anything else shaped 
by cooperative and collaborative behavior where the employee puts the team first and everyone 
contributes. This should indicate that leaders at SJM are employing consultative and/or 
participative leadership styles rather than exploitive or benevolent authoritative styles. A comment 
from one of the interviewed leaders highlights the collaborative environment:  
 
“It is never a matter of prestige, and no one has sharp elbows here –we nurture our team spirit”, 
which was also touched upon by an American manager “one thing I value about the leadership at 
St. Jude Medical is that we are very ethical…/ /…We are very focused on what is the right 
decision for the organization versus what is right for me”.  
(Swedish leader) 
 
This also goes well with the cultural dimension of power distance; in which both USA and 
Sweden score low points. That suggests that superiors consider subordinates to be like them and 
vice versa. This is also confirmed by the American managers and emphasized by all interviewed 
managers. It is also a common opinion that the knowledge level is extremely high and that most of 
the employees in one way or another is a subject matter expert with high technical proficiency and 
this is also something that applies to managers and leaders. People in general are ambitious and 
(have learned or been forced to be) goal oriented. These aspects of high technical skills in 
managers and the wide spread task orientation, as discussed in the behavioral theory section of 
section 4.2., hints towards that we at SJM in Sweden have a somewhat lower LPC leader score 
than what is typical for the Swedes and have in our task orientation been somewhat tilted towards 
the American behavior. Employees also seem to display a sense of pride over their line of work.  
 
There is very often, to the point where it potentially may cause problems, a very high tempo and a 
very stressful environment. One of the respondents had this to say on the subject:  
 
“It is very easy to work yourself to death here because there is nobody there to tell you when it is 
good enough. The responsibility to make that judgment always falls back to the single employee”. 
(Swedish leader) 
 
 Demands on the staff in general and leaders in particular are, rightfully so or not, causing 
discomfort and encourages people to work excessively hard and extend their already full day to 
meet demands from overseas. This indicates a deficiency –either in the employee’s behavior or in 
the behavior of the employee’s manager. One of the two is unsuccessful at making the right 
prioritizations and setting appropriate goals. This could also represent a drift on a company level 
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from the so typical Swedish feminine values to the more masculine, American values like 
“performance is what counts”, “live to work”, “the boss leaves last” etc. This may be something 
to be mindful about as it creates a contrast between what is required at SJM in Sweden and 
Swedish society in general. SJM is however credited for spending both time and money on the 
softer values, generous working conditions and a well elaborated leadership incubator system, 
which goes hand in hand with acknowledging the benefits of participative leadership.  
 
These are the aspects and traits that most significantly describe the current status of things at SJM 
Sweden according to the interviewed population. There are, however, also points where the 
answers diverge. A significant part of the interviewed leaders feels that we sometimes lack that 
little extra, that drive that gets us to make the delivery on time, whereas roughly half of the 
population thinks the opposite. One leader said:  
 
“We are measured on our ability to deliver to the USA on time with high precision and this 
requires commitment from the staff. There sometimes lacks a sufficient sense of urgency here.” 
while another stated “the most defining characteristic of us as a site is our commitment and 
drive”.  
(Swedish leader) 
 
There is some indication that this view correlates to age, but not significantly. There is no 
correlation to time as an employee at SJM either. Another small point of divergence was when 
talking about how well we function across the different functions, that is, how well a department 
collaborates with another. One person expressed that this is a problem while another highlighted it 
as one of our strengths. My guess is that this is colored by which part of the organization you 
work in, and those two respondents do work in two different fields. I have also drawn some 
further conclusions from these interviews. It is conveyed by almost every respondent that if you 
plan to make a career here at SJM in Sweden you need to have great communicative skills as well 
as very high technical qualifications. It is also helpful if you can be flexible with your time and 
that you are an active, innovative person who likes an up-tempo situation where things are in 
constant motion. Independence, courage and visionary skills are also relevant.  
 
It appears as the most common interface between Swedish SJM employees and American SJM 
employees (except for e-mails) are during the phone meetings. This would be the point in the 
organization where the two parties meet most commonly and the place which most clearly can be 
identified as the locus of the culture crossing (Koivisto, 1998). Using the same theory to try to put 
a label on what the mode is, I must conclude that we are facing the example where there is 
sometimes a “barrier” where a manager buffers the cultural differences and translates them for 
their Swedish co-workers, but many times instead the most unfortunate of such situations –where 
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there really is no effort or understanding of the underlying differences at all. It also obvious from 
the interviews that it is believed that the cultural awareness is generally lower in the USA than it 
is in Sweden.  
 
5.4. Thoughts on the cultural differences between the Sweden site 
and the US-site 
 
This was probably the area in which the answers differed the most. The respondents were clearly 
polarized into two different subgroups, one in which the view was that we and the Americans are 
pretty much the same, when you really start to look at it and that most problems arise from the 
distance and time difference rather than that we are in fact different cultures, and the other view 
was that there are in fact substantial differences all the way down to the fundamental values on 
which we base most of our views. A clear example of the latter was:  
 
“You think we are the same but there are vast, huge differences because they have an entirely 
different set of values than we do since they have an entirely different society”.  
(Swedish leader) 
 
This was clearly contrasted by the opinions of another respondent:  
 
“There aren’t any problems that wouldn’t be diminished if they were simply situated in the 
building next door”.  
(Swedish leader) 
 
Not all respondents had a clear opinion on the matter. In my summary I make it that one group of 
the respondents have the opinion that the distance and time difference are facts that affect us more 
than any potential cultural differences and that probably the variance on an individual basis is 
larger than on the national level. Another group of the same size had the exact opposite view, that 
is, that there are vast cultural differences that can not be overlooked and need to be acknowledged. 
A smaller number of respondents were of the opinion that there are cultural differences but not on 
an as profound level as the aforementioned group did.  
 
I tried to see if it was merely up to experience in dealing with the Americans that created the 
polarity, but as shown in Figure 7, no such trend is apparent.  
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Figure 7: Opinions on cultural differences 

The red bars to the left in Figure 7 show years worked at SJM for those who feel that there are 
significant cultural differences and the green bars to the right show the corresponding data for 
those who do not think that is the case. 
 
There is a weak tendency that young age and female gender correlate with the opinion that the 
cultural differences are not all that profound, but given the few samples, no statistically significant 
claims can be made. My feeling after reviewing this data is that it is not where you work at SJM 
or how long you have worked here that shapes your opinion in this matter, but perhaps more the 
person you are and your past experiences. As we shall see in section 5.9., the Americans had a 
very clear view on the matter.  
 
The other comments on this topic were more coherent. They state that we have generous working 
conditions, comment on how the Americans are more hierarchic in nature and differences in how 
you are expected to act as a leader, which ties in well with the differences in cultural dimensions 
as discussed before and in this case points to the significance of the higher power distance in the 
USA as compared to Sweden. This also shows in our view of leaders and leadership. One 
interesting quote from the interviews was  
 
“Swedish project managers tend to think ‘why should I see the boss, he can clearly see I am doing 
a good job’ or even ‘I don’t have time to see the head of the division, I have to work on the 
project’, whereas every American’s driver is to look good for their boss”.  
(Swedish leader) 
 
I think that clearly illustrates a key difference between Sweden and the USA. These differences 
are however not merely related to power distance. When we discuss leadership styles with our 
Swedish respondents they make it very clear that there are other values in the USA as well. 
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Values that lead to a very career driven approach to work and that the USA sometime frowns 
upon the Swedish long summer holidays and less aggressive work culture, and this is clearly an 
expression for the drastic difference in the masculinity/femininity-dimension. This was also very 
clearly and concisely corroborated in the interview with the American managers.  
 
Other examples include that leaders here need to make sure they have read up on details as many 
discussion with the Americans, even on high levels, may digress to detailed topics regarding 
specifics, and also the different approaches to time plans. It is the general opinion that the people 
in the USA produce very aggressive time plans which only will be fulfilled in the best of worlds 
where absolutely no hiccups occur. At the same time we Swedes seem to always plan for the 
worst case scenario. In my mind that can be extrapolated to that we as Swedish people are more 
afraid of making a mistake, or at least not meeting the time plan. For an American the threshold to 
revise the time plan is significantly lower. It is interesting to note that, at least based on these 
findings; there is a bigger fear of making a mistake here in Sweden, even though we have the less 
hierarchic and more open atmosphere that should promote self confidence and courage. My guess 
is that in these respects (self confidence and courage) the Americans are so far ahead that we in 
spite of these efforts still are a couple of steps behind them. Another possible explanation could be 
that individualism in fact is more important in cultivating self confidence and courage than the 
aforementioned open atmosphere. 
 
These findings are all very much inline with the observations made in chapter 4.3. and corroborate 
what we learnt about individualism and masculinity being the two most distinguishing dimensions 
when comparing Sweden to the USA.  
 
5.5. How does the American influence affect leaders at SJM in 
Sweden? 
 
It seems that even though the leaders interviewed choose to answer differently when asked if they 
change their behavior when facing an American crowd, they still seem to have some common 
ground. It is a general opinion that in an American setting you need to be more assertive, use 
adapted language to sell your message, really speak for your work and also in general speak more 
than you would normally do. This is basically adhering to, or at least to some extent accepting the 
more masculine culture that is dominant in the USA and as described in the masculinity 
dimension (Hofstede, 1980). Contrasting these traits with the traits of a Swedish leader described 
in section 4.4. (consensus-driven, modest and honest with sights set on teamwork and social 
welfare) it is clear that the affect by our US colleagues is not to be underestimated and it clearly 
places the demand on the Swedish leaders to be able to at least in part adopt the American ways. 
There is also a unison impression that as a manager you can be tougher than what would be 
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acceptable in a Swedish setting. It was also voiced that you not only can be tougher; you are in 
fact expected to be. The manager is expected to be the hero (Lewis, 2000) and this is just an 
example of that fact. You are supposed to dare to stand out, and also single out high achieving 
individuals and praise them and again the individualist property stands out as a clear divisor 
between our two cultures (Schein, 2004). 
 
As a manager you are always forced to buffer all the impressions that come from the US-sites and 
you sometimes have to filter it and sometimes remold it before presenting it to your Swedish staff, 
much in the vain of what is described by Koivisto (1998) in the mode of the culture crossing. 
There is also the element of getting your team to come half way to meet the American 
expectations mid field and at least highlight the differences and try to take some small steps in 
that direction to accommodate the Americans. I think that a quick glance at the decision process 
theories or contingency aspects of leadership might serve you well in dealing with these different 
expectations and different arenas in which you exercise your leadership. It is clear that Americans 
want to get things done and being as cautious as Swedes are when starting something new, or 
perhaps it should be expressed as eager to get it right instead to be fair, certainly causes friction 
with the American counterpart who just wants to get on with it (Lewis, 2000). One leader 
expressed something very positive that the Americans brought with them when taking over the 
Swedish site which also resonates with what Lewis (2000) wrote about the American nature:  
 
“The American ownership brought with it a positivism and vision for the future” 
(Swedish leader) 
 
-and my impression is that most of the interviewed leaders would agree to that. 
 
5.6. What challenges are commonly there for leaders at SJM in 
Sweden? 
 
It is a general impression that we, being a satellite site, have to a great extent make up our own 
goals, visions and strategies –as no one does it for us. This brings with it several challenges. You 
are going to have to listen constantly to many different channels of information, you have to build 
trust and make connections to people and network to even open up these aforementioned 
channels. Then there is also the challenge of defining the limits of yours (and your team’s) 
responsibility. I think that we can connect this to the traits associated with the charismatic leader. 
The charismatic leader holds many of the characteristics required to make it in an American 
setting. It involves remembering the names of people, networking, being visible and selling your 
vision (which was also identified as a challenge by the Swedish managers). 
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The US sites are not always all that interested in what is going on over here so managers and 
leaders also seem to have the responsibility to make sure that we, as a site, are seen and heard. 
One of the respondents said that:  
 
“It happens that the US forgets about us. We are working on something here that was given to us, 
but then all of a sudden something new pops up over there and we get bypassed –that is very 
frustrating”.  
(Swedish leader) 
 
This, again, involves networking to reach a solution –and everyone is in agreement that 
networking solely via e-mails is not a feasible option. It requires many, many hours over the 
phone but when push comes to shove –nothing can replace a live meeting. Therefore one of the 
challenges can be formulated as creating and seizing opportunities to meet people, whenever that 
is possible.  
 
Prioritizing is another thing that constantly came up in these interviews, -for themselves, but also 
as a leader for their co-workers. It would be very easy to first work a full day here and then 
continue right away on the next full day when the US sites wake –lack of things to do seems to 
very rarely be an issue. Very often during the night quite complex requests and questions fill up 
your mailbox to the brim and are there to greet you in the morning. This can be frustrating as it 
makes it difficult to be proactive and also makes the need for prioritizing so much greater. All 
managers noted that as one of their most important roles –helping their co-workers setting the 
boundaries of their responsibilities and prioritizing what they are to do first. This is also touched 
upon by the American managers (see section 5.9.).  
 
5.7. What tactics can be used to deal with these challenges? 
 
One phrase resounded throughout all of these interviews to the extent that I almost started to get 
suspicious that they all were talking to each other, preparing for these interviews (which of course 
was not the case). This phrase was –“pick up the phone!”. It was that simple. If I was to list one 
thing that I take with me from this extensive thesis work it would have to be that phrase. Across 
the board, regardless of age, gender or background that was communicated a one of the absolutely 
most important things that you must do to be able to succeed as a leader at SJM in Sweden. Now 
in retrospect, contrasting that to all the challenges we just listed –it all makes perfect sense. To 
maintain a good relationship, to find out at the source why a certain decision was made, to harness 
the information required to put together a picture of things for yourself and for your team –you 
pick up the phone. Making sure that you keep in touch with people you have met and pay 
attention to these frail relationships is crucial to be able to create a stable and productive 
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environment for you co-workers in Sweden and is also highlighted as important for successful 
leadership by Dubrin (2006). It should also be noted that many respondents stressed that it is us 
who are responsible for maintaining the contact with the USA –not the other way around. 
 
I have noted that the atmosphere at SJM is perceived to be quite stressful and in that light it is 
very important to be a good listener and to be there for your co-workers. You need to be alert to 
warning signs and always take the time to sit down and talk (but even more so –listen) to the 
people around you. Very often you can assist by simply listening, providing some more 
information or helping them in prioritizing their assignments.  
 
We have covered the phone part –which is a bare necessity, but another thing I kept hearing over 
and over again was that we also need to meet. The actual face to face meetings can never be 
replaced by any other means of communication –interestingly enough, our American managers 
said the same thing (section 5.9.). This is perhaps something that needs more attention. In relation 
to that, I also heard comments that we need to make the most of our meetings with them. 
Definitely go out and eat dinner together as that builds relationships –but don’t just talk about the 
weather. Use this opportunity to better your understanding of what things are like where your 
colleagues work and what makes this person tick.  
 
It is also important that we look back onto ourselves and work with our attitudes towards the 
USA. There lingers a culture of us thinking that we are better than them, that they are careless and 
reckless and follow every whim. We need to look at what they have achieved and think to 
ourselves –can we actually put down the American way of doing things? Of course we can’t, but 
at the same time we are not to give up what it is that we do well. As long as we highlight these 
actual differences and work with them as opposed to against them, both we and the Americans 
stand to benefit from our diversity. We need to understand the American way of doing things and 
that’s a fact. We are not become exactly like them –but we must understand them, because from 
understanding comes trust and from trust comes faith and collaboration. Some of the key aspects 
to leadership proposed by Maxwell (1998) that includes relations, knowledge and intuition 
basically deals with most of these challenges. We need to build the relations and maintain them, 
we need to learn about their ways and we also need to understand where they are coming from.  
 
As already touched upon in section 5.5. there is expectancy for action in the USA that is not 
ubiquitous in the Swedish business climate. An example is that when given an assignment the 
Swede goes to his chamber and carefully thinks through the assignment, planning for 
contingencies, weighing risks and mitigators –to finally, after some length return to the American 
with a plan or (even worse) start working according to the plan and expect to communicate the 
result to the American once it is done. This is not the proper way to deal with an assignment that 
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is given to you from an American colleague or superior. The American wants to get a receipt, or 
an acknowledgement that you have not only understood the task appointed to you, but that you 
have actually begun working on it. If the American doesn’t get this, the Swede will not be left 
alone for long as the American will call and e-mail and do all things he or she can think of to get 
the Swede to start working –which he or she already does, but simply hasn’t informed the 
American of. This is a major difference in attitude towards progress and project planning and this 
need to be paid attention to. One of the interviewed leaders said this on the subject:  
 
“I don’t believe that I can be so completely clear and precise when giving you an assignment, 
such that it is obvious for you how to solve the problem –hence it is important for me to sit down 
and make sure we are on the same page at some point. In the Swedish culture it is more like ‘now 
that I have been given this assignment the boss should back off until I have finished the job’”.  
(Swedish leader) 
 
To realize this and act accordingly is a simple way to avoid unnecessary frustration.  
 
5.8. What is good leadership at SJM in Sweden today? 
 
The successful leader at St. Jude Medical in Sweden is a person who can create and maintain a 
good network of contacts within the company on a global level. This person will be brave enough 
to question strange decisions and quick to pick up the phone to find out what reasons were behind 
any given decision. He or she will also gather lots of information from the USA and create his/her 
own view (or vision!) of what is happening in the organization regarding any given topic –but also 
make sure that the necessary information also goes in the opposite way, so that the Americans 
know we are on the case. This leader will buffer the extremely vivid and somewhat erratic 
information that comes from the States and provide a more coherent picture to his/her co-workers 
and colleagues. One leader explicitly stated that:  
 
“The manager’s responsibility, much more so than is the project manager’s, is to buffer the fast 
changes from the Americans”. 
(Swedish leader) 
 
The successful leader at SJM is goal oriented and resourceful enough to create a direction for 
his/her team, without given instructions, and then apply it at home. He or she will also have 
understood the American culture and identified in what aspects we generally differ and accepts 
these as facts and makes sure his/her team also gets the picture. Well developed technical 
knowledge is a must.  
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Finally the successful leader at St. Jude Medical will need to be ambitious, driven and committed. 
It is also recommendable to adopt some of the American behavior, like one leader put it:  
 
“The Americans will listen to how committed you are in what you are presenting and that in itself 
will give you credibility”.  
(Swedish leader) 
 
It seems to me that since the average SJM employee is extremely driven and goal oriented, it 
should be recommended that our managers strive to be less task oriented and more person 
oriented. Relationships, both internally and externally should be made number one. The leaders 
that I interviewed were all in sync regarding these questions. I think that this paints a pretty 
picture of what is expected from you if you are to succeed as a leader at SJM today and it is not 
merely empty words, but based on 158 years of hands-on experience of working at St. Jude 
Medical in Sweden –and that is a lot! 
 
As far as I could tell there was but one aspect in which the respondents differed and that was 
regarding to what extent you are to adapt the layout of your day, if you will. One large part of the 
respondents expressed a clear opinion that you need to be very adaptable and meet the Americans 
when it suits them better, that is –we are to adapt. Another, equally large part of the group  clearly 
stated that it is crucial to draw the line and not spoil the Americans by working very late. There 
was a hint towards a correlation to age, in the sense that younger persons seemed more willing to 
adapt. You might now be quick to jump to the conclusion that it is simply a matter of family 
situation but I have taken that into account. I would still think though, that this difference is 
depending on two different factors: 
1) The situation of the leader’s personal life. Sure I corrected for the fact if children are present or 
not, but other factors may weigh in, such as distance from work to home, leisure activities or 
where you are in life generally and  
2) The role that the leader has at SJM. For some it is very intimately tied to the nature of their 
position that they have to be able to spend a lot of time online with USA and in other roles it is an 
option you can refuse.  
 
To summarize this observation I think it is safe to say that all of the respondents highlighted the 
fact that it is important not to let work take over and draw the line somewhere. I do not believe 
that this difference in opinion is something worth dwelling on further as it is most likely a direct 
effect of the respondents having different jobs. 
 
5.9. The American perspective 
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General impressions 
The Americans surprised me somewhat by highlighting the need for mutual understanding of our 
cultural differences as a key to success. This level of awareness was not obvious to me. I still 
judge from their answers that the average engineer in Sylmar, California is less aware of these 
cultural differences than is the average engineer at SJM in Sweden though.  It was also clear from 
the conversation with the American senior managers that they too were very much in favor of 
increasing the exchange programs and making sure that people meet and that those meetings 
themselves will serve as an icebreaker and as something that will improve transatlantic 
collaboration, as one American leader put it  
 
“The more we engage individually, the less we point fingers”.  
(American leader) 
 
It was also interesting to hear them talk about leadership, because as I had heard during some of 
the interviews, their views on leadership are supposedly the same as ours –and indeed they were. 
It is however obvious that the actualization of these principles are very different and in the 
transition from what is written in the textbooks into real life these truths get filtered through our 
unique societies which drastically alters the effects of these leadership tactics.  
 
Cultural differences 
Several of the interviewed Americans pointed out that SJM is a collection of acquisitions, and not 
only any type of acquisitions but acquisitions of start-up companies. That culture is nested in the 
walls at SJM and when put in the same pot as the American’s intrinsic knack for playing long 
shots, being aggressive and all other aspects we have touched upon previously –this makes the 
difference to the structured Swedish approach even more significant. One of the interviewed 
managers even explicitly stated that the culture at SJM in the US can be described as:  
 
“Excellence is rewarded and it is competitive and aggressive” 
(American leader) 
 
-at the same time all interviewed American managers stated that the Swedish SJM employees are 
team oriented and not comfortable with being in the spotlight. I think that the individualistic and 
cowboy:ish properties of the regular American are even further enhanced by the history of SJM in 
the USA and the people who work there. The entrepreneurial nature and the unwavering drive and 
relentless efforts to win have further pushed the American SJM culture away from the standard 
Swedish culture which serves to add to the already existing differences in cultural dimensions.  
 
An interesting comment was that USA is a more heterogeneous society than Sweden is. This 
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could potentially mean that Americans are used to dealing with all sorts of people and cultures 
and are less intimidated by it and probably better trained in contingency leadership. To make sure 
we do not allow for bad attitudes to flourish one of the leaders said  
 
“As a leader –do not allow these broad generalizations and speak for your colleagues who are 
not in the room.”  
(American leader) 
 
And I think the leaders on both sides of the Atlantic have an obligation to stifle bad mouthing if it 
is occurring.  
 
Challenges  
Everyone stressed the cultural differences and that miscommunication is one of the largest 
problems and a constant cause of frustration among their co-workers and subordinates. Our 
special situation places an additional burden on every manager. First we have to be good at what 
we do if there was only one site involved and that’s hard enough –than the extra challenges with 
time-difference, culture differences and being a remote site come into play, also expressed by one 
of the respondents  
 
“It is a great misfortune that the day ends here when it starts in California”.  
(American leader) 
 
There are also some organizational or structural challenges worth mentioning. All marketing 
functions are in Sylmar and it is easier to make decisions when you are surrounded by the people 
whose job it is to say where we are going. Since it is not practical to have another marketing 
function in Sweden this is something we have to be aware of and deal with. I believe that this puts 
extra focus on transatlantic communication. It is imperative to open up the channels of 
communication between top managers in the US and in Sweden as every time that we get the 
news in a later stage it will inevitably cause friction.  
 
Leadership 
It was very concisely communicated to me that focus on the softer values, teamwork, creating an 
openness and setting the staff up for success –are the most important things for a leader. This was 
to me a bit surprising but they also commented that this is a rather recent turn of the tide. It is an 
ongoing effort in the USA at SJM as we speak to get the managers away from direct problem 
solving, detailed technical discussions and instead make them into empowering leaders and 
focusing on persons, not tasks. Building relationships and trust was highlighted by all US-
managers interviewed as being crucial to success in our global setting. One of the interviewed 
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leaders said this on the topic:  
 
“It all hinges on trust. We need to build mutual understanding and respect –that produces trust”.  
(American leader) 
 
Like mentioned previously in this section, the managers at SJM have an entirely new set of 
problems on top of the regular every day work that is expected of you. This makes it even more 
important to be able to prioritize and delegate. An important thing that was mentioned several 
times by these respondents was that it is crucial to not run around and solve problems for your 
staff. Advice, facilitate and empower –that is the leader’s role, or as one of the respondents put it  
 
“Create trust. The best you get out of fear is compliance, but as a leader you need passion and 
commitment”. 
(American leader) 
 
Keys to success in our transatlantic collaboration 
Meeting, talking and communicating constantly was offered as a key to success by every manager 
interviewed, both from Sweden and the US so this element must not be left out of the analysis. 
The more we engage individually the less we will generalize about the other sites and point 
fingers. To make sure that we are on the same page before starting an activity was also put forth 
as a factor for success. A couple of the American managers talked about utilizing new technology 
and perhaps introducing some kind of chat-program or an “engineering version of Facebook”. 
This would be a way to lower the threshold of communication as it is less intrusive than a phone 
call, but still more in your face than an e-mail. E-mails are there forever and this is more like a 
casual conversation. This could also be coupled with personal information regarding what people 
have worked with before and what their key competencies and interests are –indeed a way to help 
knowledge transfer and knowledge management.  
 
Given language barriers, time differences and cultural differences and different expectations it is 
imperative that we spend a lot of time meeting and talking before starting a new project or 
program. This creates trust and understanding which makes for better collaboration. Trust was 
mentioned again and again by the US-managers. If there is no trust between the teams, there 
cannot be efficient teamwork and progress. Other things to keep in mind is to always provide 
opportunities for people to develop as leaders, because even though you may not have a formal 
leading position, everyone leads at SJM –but in different roles and contexts. Ultimately –the 
leader needs to create an environment in which people can thrive, which also resonates very well 
with what SJM Sweden expects from its leaders (SJM internal leadership education, 2008).  
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Differences of opinion 
An interesting thing I have noticed is that most of the leaders I interviewed say that you can be 
more direct when giving criticism etc when you are communicating with Swedish employees than 
you can be towards American ones. The choice of wording when offering critique in America is a 
far more subtle art than it is in Sweden. However, as a contrast, most American managers I have 
spoken to very often complain over the fact the Swedes are so cautious, afraid of conflicts and of 
speaking their mind. I do not know what this is attributed to, but my guess is that they are talking 
about different things. It is higher level of acceptance in an American setting to participate in a 
meeting and disagree than there is in a Swedish meeting. Why? Well since we are so heavily 
consensus driven a disagreement almost certainly starts a very long and tiring process of 
compromise and debate until everybody finally is in agreement, whereas in the USA, the manager 
would have last say in the discussion whether someone objected or not, and that would be the end 
of it. Therefore it is not such a big deal in the US. That is one aspect of it and explains how I 
believe people mean when they say that Americans are more direct. The other aspect is, I believe, 
the actual choice of words. In Sweden we are somewhat more negative by nature and that is also 
clearly visible in our choice of words, which differ greatly from the same in the USA. In Sweden 
we always talk about ‘problems’ if we see something we hadn’t counted on before, whereas you 
in the USA would refer to it as a ‘challenge’, or an ‘issue’ at the most –these are two entirely 
different ways of looking at it. I believe this is why Swedish people sometimes feel that 
Americans beat around the bush and that we can be perceived as blunt and not very subtle. That is 
my analysis of this particular difference.  
 
Regarding the topic of cultural differences I can conclude that the American managers were all 
convinced that there are in fact clear and present cultural differences which may impede our 
collaboration less we acknowledge them and act to mitigate them. In this particular question the 
Swedish managers were clearly polarized as described in section 5.4. 
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6. Conclusions 
 
In this chapter I draw conclusions based on the analysis in the previous chapter. First I address the 
questions at issue one by one and then I move on to address the main purpose of the thesis. The 
final section of this chapter is a brief, executive summary of my findings in this research.  
 
6.1. Questions at issue and answers to the same 

 
• What challenges do leaders at St. Jude Medical face, working at an American company in 

Sweden? 
o To make up our own goals, visions and strategies –as no one does it for us.  
o To build trust and relationships 
o To define the limits of your (and your team’s) responsibilities and make the right 

prioritizations 
o To make sure that we, as a site, are seen and heard. 

• How do they deal with these challenges? 
o Pick up the phone and communicate constantly. Take every chance you get to be 

seen and heard and get to know people. Harness all the information you can get 
from all possible sources. Remember that it is us who are responsible for 
maintaining the contact with the USA –not the other way around. 

o You need to take the time to sit down and talk (but even more so –listen) to the 
people around you. Very often you can assist by simply listening, providing some 
more information or helping them in prioritizing their assignments.  

o Actual face to face meetings can never be replaced by any other means of 
communication. 

 Go out and eat dinner together as that builds relationships –but don’t just 
talk about the weather. Use this opportunity to better your understanding 
of what things are like where your colleagues work and what makes this 
person tick.  

o Work with our attitudes towards the USA. We need to understand the American 
way of doing things and that’s a fact. We are not become exactly like them –but 
we must understand them, because from understanding comes trust and from trust 
comes faith and collaboration. 

• To what extent do leaders at SJM perceive that this cross-cultural situation affects them, 
their leadership styles and their surroundings?  

o Leaders here need to make sure they have read up on details as many discussions 
with the Americans, even on high levels, may digress to detailed topics regarding 
specifics 
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o It is the general opinion that the people in the USA produce very aggressive time 
plans. At the same time we Swedes seem to always plan for the worst case 
scenario. This always needs special attention from the manager.  

o There is more fear of making a mistake in Sweden. Individualism and masculinity 
are the two most important dimensions to consider when comparing the nations.  

o In an American setting you need to be more assertive and really speak for your 
work and also in general speak more than you would normally do.  

 
6.2. Addressing the purpose of the thesis 
 
Remembering the purpose as described in section 1.2. we may also lift the gaze somewhat outside 
of the realm of St. Jude Medical and think a moment about what has been concluded in this thesis. 
A lot of the challenges that go along with a multi-national corporation are related to cultural 
differences, irrespective of what level they occur on. The key to success in dealing with these 
challenges can be broken down into three steps: 

1. Awareness –acknowledge that there are differences and do not compare the cultures to 
ascertain which behaviors are good and which are bad 

2. Understanding –understand the key differences, learn about the own culture as well as the 
foreign one in an unbiased manner 

3. Communication –create opportunities for people to communicate, practice communication 
at all times and encourage all cross-cultural contacts within the organization 

 
The successful leader in a multi-cultural environment in general faces a tougher challenge than a 
leader in the same position in a similar company without cultural challenges –because all else the 
same, the additional challenges brought about by the cultural differences take a fair amount of 
energy and effort to control. It is important to not dodge these challenges by simply pretend that 
they do not exist and point towards increased globalization and try to sneak away with a simple 
“we are all pretty much the same”-attitude. The work by Hofstede (19801 & 19802) still seems 
relevant in most aspects but this thesis addresses some aspects that exceed the boundaries of that 
work. 
 
As has been clearly described in this thesis many differences are far from subtle and are lodged 
deep down in the subconscious behavioral patterns that exist in every human being. In 
understanding the challenges, the solutions become easier to find. An open dialogue regarding the 
challenges and a “one step each” attitude are the proper tools to wield. Be mindful of your staff as 
they too are under additional pressure from the cultural challenges, draw the line and help them in 
prioritizing. A smooth and flexible leadership attitude where the focus indeed is on leadership and 
not managing (Straker, 2008; Dubrin, 2006 & section 4.2.) seems to be the recipe for success.   
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Make it your personal responsibility to constantly keep in touch with the other side and cultivate 
good relations in every possible way. The leader in this kind of situation will most likely not get 
very clear directives form the foreign superiors. It is therefore crucial to be brave enough to create 
a vision of where the leader’s team is heading, utilizing the acquired relationships to harness 
information from different sources (Dubrin, 2006).  
 
6.3. Executive summary 
 
All SJM employees need to.... 
- Be aware of the cultural differences that exist within St. Jude Medical and find them 

challenging and exciting 
- Learn to communicate like an American –it is they who set the standard 
- Have good, solid theoretical education in their back pocket to live up to the demands for 

technical proficiency 
- Like action and constant motion. If you want stable, 9-5 conditions you won’t be happy here 
- Be flexible, goal oriented and communicative. Be driven, ambitious and committed! 
 
St. Jude Medical in Sweden needs to... 
- Take the above mentioned properties into consideration when hiring 
- Expand the cultural awareness training and try to export it to the USA, where the 

understanding appears to be lower 
- Increase the travel budget and get people to meet a lot more, possibly also by looking into 

expanding the exchange programs further 
- Work more with internal knowledge transfer or knowledge management efforts and I hope 

that this thesis may aid in doing so 
 
You, as a leader need to... 
- Build and maintain a network. Get to know as many people as you can. 
- Keep picking up the phone –find out what happened or is happening from the source and ask 

questions 
- Always take the time to reflect and create your own view, vision or plan based on what you 

know. Then you must take the appropriate steps to in a clear way communicate these things to 
your co-workers 

- Americans want an acknowledgement that an assignment/task has been received, and even 
though we as typical Swedes don’t rush into anything it is very important that you as a leader 
lets them see that you have started to work on it and don’t spend the first two months thinking 
about it 
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- Gather information, process, translate and buffer it, then share it with your team 
- Help your co-workers define the limits of their responsibility and help them prioritize when 

heavily loaded 
- Find the appropriate level of work and learn that “good enough is perfect”. 
- Always strive to meet deadlines, exceed expectations and learn your internal customers’ 

trigger points 
 
In closing... 
For me personally this was probably the best education in applied leadership I could possibly get. 
Even while still conducting these interviews I had several chances to try out these hints I was 
given –and it worked amazingly well. This text will probably not offer that much new insight or 
make any real use to people on the same level as those I have interviewed, but I truly believe that 
this thesis, when viewed as a practical guide to leadership in a cross cultural environment, can 
boost leadership skills in any newly appointed manager and in doing so also increasing efficiency, 
decreasing controversy and making for a more enjoyable life situation as a whole –both in 
Sweden, and in the United States of America! 
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8. Appendices 
 
8.1. Appendix A:  
Interview guide for the twelve Swedish interviews 
 
These questions will be listed in both Swedish and in English, which may be relevant as the 
questions are posed to the managers in Swedish for natural reasons. All interviews are recorded. 
English 

1. What year are you born?  
2. How long have you worked at SJM? 
3. What other jobs have you had before this and post graduation? 
4. Have you previously worked outside of Sweden for any longer period of time? 
5. Please describe the work climate at SJM! 
6. What do you perceive to be your biggest challenges as a leader at SJM? 
7. What differences do you perceive exist when comparing leadership here at SJM to 

leadership in an “all-Swedish”-company if you have any point of reference?  
8. Why have these differences occurred? 
9. Have you undergone any training in handling cultural differences and if so what did you 

take away with you?  
10. Are you as a leader expected to act in one way from your co-workers and managers in the 

USA and in another way by your co-workers and managers here in Sweden? 
11. Do you perceive that the fact that SJM is an American company has forced you to change 

your ways and if so, was it in a positive or negative way?  
12. Is there a risk of lowered quality of the work of your team, due to cultural differences 

between us and the USA?  
13. Is it you opinion that you change the way you act when you deal with a strictly American 

team as compared to a strictly Swedish team or have you found a balance in between or a 
compromise?  

 
Only for leaders who were hired before SJM bought Pacesetter  
14. In your opinion, has the work environment, demands, company culture or any other aspect 

of work changed since the company came under American ownership? 
15. These supposed changes, were they brought about by the company’s Swedish 

management to be prepared or did they gradually change as an adaptation to new 
colleagues and situations? 
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Swedish 
1. Vilket år är du född? 
2. Hur länge har du arbetat på SJM? 
3. Vilka andra jobb har du haft tidigare efter din examen? 
4. Har du tidigare arbetat en längre period utanför Sverige? 
5. Var vänlig beskriv arbetsmiljön på SJM! 
6. Vad upplever du är dina största utmaningar som ledare på SJM? 
7. Vilka skillnader upplever du existerar vid en jämförelse av ledarskap här på SJM och 

ledarskap i ett typiskt hel-svenskt företag i den mån du har någon referens? 
8. Varför har dessa skillnader uppstått? 
9. Har du deltagit i någon kurs i att hantera kulturskillnader och i så fall, vad tog du med dig 

därifrån? 
10. Förväntas du som ledare handla på ett sätt av dina medarbetare och chefer i USA och på 

ett annat sätt av dina medarbetare och chefer i Sverige? 
11. Upplever du att faktumet att SJM är amerikanskt har ändrat ditt sätt att bete dig och 

handla och om så är fallet –var det till det bättre eller till det sämre? 
12. Föreligger det risk för att ditt team producerar arbete av lägre kvalitet på grund av 

kulturskillander mellan oss och USA? 
13. Är det din uppfattning att du ändrar ditt beteende beroende på om du handskas med en 

strikt amerikansk grupp jämfört med en strikt svensk grupp, eller har du hittat en gyllene 
medelväg eller kompromiss? 

 
Endast för chefer som anställdes innan SJM köpte upp Pacesetter  
14. Har arbetsmiljön, kraven, företagskulturen eller någon som helst annan aspekt av ditt 

arbete förändrats sedan företaget blev USA-ägt? 
15. Dessa förmodade förändringar, drevs de igenom av företagets svenska ledning för att vara 

förberedda, eller kom de gradvis som en anpassning till nya kollegor och situationer? 
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8.2. Appendix B:  
Interview guide for the four American interviews 
 

1. What is typical for SJM in your mind, with respect to employees, atmosphere, etc...? 
2. What are the differences you see when comparing SJM in the USA and SJM in Sweden? 
3. What benefits can you see as a result of these differences? 
4. What challenges do you face in connection to these differences? 
5. What are your best tactics in dealing with these challenges? 
6. What constitutes good leadership at SJM? 

 


