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Abstract

Title: Want more positive outcomes? Leader cultural intelligence and the facilitation of a
quality feedback environment
Author: Mara Lou Hesley

Advisor: Dr. Lisa Steelman

The world continues to change, forcing organizational leaders to adapt (House et al.,
2014). Leaders with the ability to adapt to a cultural situation that involves people from
diverse cultures, otherwise known as culturally intelligent leaders, are predicted to be the
most successful in this ever-changing environment (Earley & Ang, 2003; Ang, et. al.,
2007). With diversity increasing, (Olson, Green, & Hill, 2008), feedback can no longer
be delivered in a “one size fits all” manner (Earley, 1986; Earley & Stubbledine, 1989).
Leaders who prioritize being culturally intelligent should contribute to the creation of
feedback environments that are personalized and comfortable for employees. Whether a
leader and employee are from a loose versus tight culture, or whether that society is more
or less accepting of noncompliance related to societal norms (Gelfand, Nishii, & Raver,
2006; Gelfand et al., 2011), is likely to impact the effect a leader’s cultural intelligence
has on the feedback environment created. Results indicated that perceptions of leader
cultural intelligence were significantly associated with the feedback environment created,
with tightness and looseness of culture moderating this relationship. The interaction
showed that leaders who were perceived as culturally intelligent, and from loose cultures,
facilitated the best quality feedback environments. There was less variance in the

feedback environments created by leaders in tight cultures (i.e., India) than loose cultures

il



(i.e., America). Feedback environment was significantly related to trust in leaders, with
trust significantly mediating the relationship between feedback environment and
engagement, feedback seeking, and perceptions of coaching relationship.

Keywords. Perceptions of leader cultural intelligence, feedback environment, tightness

and looseness of culture, trust in the leader, employee engagement, feedback seeking,
perceptions of a quality coaching relationship.
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Chapter 1

Want more positive employee outcomes? Leader cultural intelligence and the
facilitation of a quality feedback environment

“To succeed in this complex business environment, leaders will need to adopt a set of
characteristics and traits that enable them to move fluidly across cultures” (House et al.,
2014, p. 1).

As the business environment continues to increase in complexity, it is imperative
that leaders establish the ability to navigate and interact effectively with people from a
wide variety of countries and cultures (House et al., 2014). One factor that may enhance a
leader’s ability to work effectively with diverse employees is cultural intelligence
(Rockstuhl, et al., 2011). A leader’s cultural intelligence is concerned with the leader’s
ability to function effectively in cultural situations (Early & Ang, 2003). With increasing
amounts of collaboration consistently happening around the world, cultural intelligence is
becoming even more important for success in today’s modern business world (Randstad,
2020). Researchers are also curious as to why some people function more effectively in
cultural situations than others (Gelfand, Erez, & Aycan, 2007).

Providing feedback is a critical competency for leaders. Feedback is a method for
leaders to communicate what and why certain behaviors are desired within the work
context. Feedback helps employees develop an action plan that will enable them to reach
their desired goal-directed and organizational behaviors (Ashford, Blatt, & VandeWalle,
2003). Due to an increasingly diverse workforce, leaders are now tasked with providing
performance feedback to employees from diverse cultures, demonstrating the feedback
interaction itself can be a cultural situation. With the increasing amount of cultural

feedback interactions, leaders can no longer implement the same performance feedback
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strategy for all employees (Earley, 1986; Earley, 1989), suggesting a serious need for a
more individually personalized feedback approach. Leaders working with employees who
are from diverse cultures can be more effective if they personalize feedback
environments, or the informal contextual features related to the feedback interaction
(Steelman, Levy, & Snell, 2004). The feedback environment is made up of seven
dimensions, which includes the (1) credibility of the person giving the feedback, (2)
feedback quality, (3) the way the feedback is delivered, (4) favorable feedback, (5)
unfavorable feedback, (6) the availability of the person giving the feedback, and (7) the
promotion of employee feedback seeking (Steelman et al., 2004).

In addition, the increased diversity of values in a multicultural work environment
exacerbates the complexity of feedback interactions. Since a workplace feedback
interaction is a performance related conversation between a leader and employee,
understandably communication styles play a large role. Not surprisingly, cultural values
impact the manner in which employees communicate, process, and perceive the
communications that happen around them (Moukarzel & Steelman, 2015). For example,
employees from interdependent cultures (e.g., Ethiopia) view context as a combination of
the person and their environment, meaning these individuals expect communications to
occur more indirectly (Hall, 1976), suggesting clear implications on the feedback
interaction. These individuals view the environment as controlling the people who work
in it (Trompenaars & Hampden-Turner, 1998), and may not be as open to the idea of
feedback. On the other hand, individuals from independent cultures (e.g., United
Kingdom) view the individual and environment as two individual entities, indicating that

people have control over their environment (Trompenaars & Hampden-Turner, 1998),
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with these people expecting direct communications (Hall, 1976), and potentially being
more open to the idea of feedback because it is something that will help employees
improve.

As indicated above, people from particular cultures expect communications to
occur in certain ways or expect the people they interact with to abide by certain cultural
norms. Therefore, a critical variable when considering cross-cultural feedback
interactions is tightness and looseness of culture. This variable is concerned with how
acceptable it is to go against the society’s norms or rules of expectations (Gelfand et al.,
2006; Gelfand et al., 2011). Cultures can be tight (i.e., it is less acceptable to go against
the expected norms of that culture or break the rules) or loose (i.e., it is more acceptable
to go against the expected norms of that culture or break the rules) (Gelfand et al., 2006;
Gelfand et al., 2011).

Trust between a leader and employee is another important factor that has received
attention in this research area (Giffin, 1967). Mayer, Davis, and Schoorman (1995) note
that trustworthiness involves the trustor (person trusting) and the trustee (person asking to
be trusted), and is made up of three dimensions, which are (1) ability, (2) benevolence,
and (3) integrity, with trust being the outcome. Ability can be thought of as whether the
person being trusted has the knowledge necessary. Benevolence can be thought of as the
person being trusted wanting to do the right thing for the person doing the trusting.
Integrity is the moral standards the person being trusted has (Mayer et al., 1995). The
dimensions of Steelman and researchers’ (2004) model map well onto the dimensions of
Mayer and researchers’ (1995) model, suggesting that leaders who foster a favorable

feedback environment might be trusted more than those who do not. In fact, trust between
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a leader and employee may explain the relationship between the feedback environment
created and relevant organizational outcomes (e.g., higher employee engagement at work,
increased employee feedback seeking, and higher perceived quality of coaching
relationships between a leader and employee).

Bringing together the literature on cross-cultural psychology and feedback
processes will have both theoretical and practical contributions. Starting with
contributions to research, this research will advance the knowledge on dynamics between
leaders and employees. First, this study contributes to future research by investigating
context in the feedback seeking processes, addressing Ashford and researcher’s (2003)
call for future research. Second, this research addresses perceptions of a leader’s cultural
intelligence and relationships with feedback processes, addressing Sully de Luque and
Sommer (2000)’s concerns. Third, this research will use an employee sample as opposed
to expatriate samples that are usually used for cultural research, further addressing a
sample limitation.

Practically speaking, if a leader can demonstrate they understand an employee’s
cultural background, the leader may then personalize their feedback interactions with this
employee to match what the employee prefers. This would then potentially result in more
effective feedback and coaching interactions within organizations. If the employee feels
the leader is making more of an effort to adapt and accommodate their individualized
feedback needs, generally and culturally, the employee will be more likely to place trust
in their leader, and therefore, trust and accept the feedback that comes from their leader.
With more employee trust in leaders, the employee is more likely to do the work to

change the behaviors they are receiving performance feedback on. This sequence of
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events would then emphasize the importance of leader cultural intelligence as a potential
mechanism to increase the effectiveness of feedback and coaching interactions. As a

result, organizations could hire and/or train their leaders to be more culturally intelligent.
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Chapter 2

Literature Review
Cultural Intelligence

It is no secret that every day the world continues to become more global, resulting
in a need for more communication across countries than ever before. It is no longer
uncommon to work with someone from a different culture regularly or even be
responsible for leading someone from a different culture than your own. As time goes on,
and the modern workplace includes more and more global interactions and
collaborations, cultural intelligence continues to grow substantially in importance
(Randstad, 2020).

Leaders are viewed as a tool for organizations to maintain their competitive
advantage (McCall, 1998), with organizations spending large amounts of their annual
budgets on leadership development (O’Leonard, 2007). From a developmental
perspective, in order to be effective in global business environments, it is important for
today’s leaders to possess the ability to interact successfully with people from many
cultures (House et al., 2014). Understandably, when interacting effectively across
cultures, a leader’s understanding of appropriate communication is important (Ali et al.,
2003). With increasing diversity in organizations, day to day feedback interactions
between a leader and an employee can be considered frequently occurring cultural
situations. This study focuses on the substantial value that culturally intelligent leaders
can bring to organizations, specifically related to the increased effectiveness in leader and
employee feedback interactions.

Within cultural research, several terms, such as cross-cultural competence and

cultural intelligence, are commonly used. To start, in the fields of psychology and
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international business, someone’s ability to interact effectively in cultural situations is
often referred to as cross-cultural competence, or 3C (Chiu, Lonner, Matsumoto, &
Ward, 2013; Matsumoto & Hwang, 2013; Johnson, Lenartowicz & Apud, 2006). Other
researchers consider cross-cultural competence to be defined as the differences in
people’s capabilities when interacting with others from different cultures (Bernardo &
Presbitero, 2017; Li, Mobley, & Kelly, 2016). Overall, much of the research on cross-
cultural competence has focused on understanding what specific characteristics make a
person able to function effectively in cultural situations, with this research falling under
the Cognitive, Affective, Behavioral (CAB) framework (Hammer, 2015). The CAB
framework focuses on determining what cognitive, affective, and behavioral
characteristics allow a person to be interculturally competent, with attention paid to
personal characteristics such as a person’s tolerance for ambiguity, open-mindedness, and
their flexibility in behaviors (Hammer, 2015).

Several frameworks have been used historically to understand the makeup of
cultural competence, and in order to best understand how leaders can be culturally
competent and therefore facilitate the best feedback environments for their employees, it
is important to also understand the theories and models behind these constructs. To start,
Hofstede’s (2001) intercultural communication competence model entails three pieces,
which are (1) awareness, (2) skills, and (3) knowledge. Other researchers note in order
for someone to be culturally competent, they must have (1) a strong and stable personal
identity, (2) possess the necessary knowledge of the culture, (3) understand the
importance of emotional sensitivity within cultural interactions, (4) understand the

appropriate language of that culture, (5) engage in the necessary behaviors, (6) interact
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socially with people from the culture, and (7) negotiate the institutional structures of the
given culture (LaFromboise et al., 1993). Surprisingly, researchers mention that actual
tangible knowledge of the culture is not the most important component of cross-cultural
competence, rather the person’s willingness to “step outside of their comfort zone” is
what truly matters (Byram, 1997).

To date, there have been several types of cultural models with each having
various identifying features. First, compositional models are models that specify what
makes someone culturally competent, but do not discuss the relationships among these
components. Second, is co-orientational models, which focus on understanding the
interactional achievement of someone having an understanding in a cultural situation.
Third, are developmental models, which focus on the interactional piece as well, but
more specifically the time piece that can denote stages of progression that cultural
competence is likely to progress. Lastly is adaptational models, which discuss someone
adapting as a main cultural outcome of interest (Spitzberg & Changnon, 2009). Only
compositional natured theoretical models will be discussed in support of this research
because these models provide lists of appropriate characteristics that could prepare
someone to be successful in cultural interactions (Spitzberg & Changon, 2009), similar to
identifying what skills and abilities a leader would need to be successful when interacting
with an international employee during a feedback interaction.

Therefore, a commonly used and particularly relevant compositional cross-
cultural model that supports this feedback research is the Intercultural Competence
Components Model by Howard Hamilton, Richardson, and Shuford (1998), which details

what it means for someone to be culturally competent. This model is made up of three
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major sections, which are (1) attitudes, (2) knowledge, and (3) skills. Within the attitudes
(e.g., motivation) section of this model, interculturally competent interactions value
equality of groups, risk-taking, and the importance of cross-cultural interactions on the
quality of their life. These attitude values then enhance the knowledge piece of the model.
Some examples of knowledge competencies are a knowledge or awareness of yourself
and your cultural identity, knowledge of the impact of differences in culture on
interactions, and knowledge of the similarities and differences within and between
cultures. The knowledge component of the model then informs the last portion of the
model, which is skills. Skills within this model of cultural competence include the ability
to self-reflect, the ability to perspective take, and the ability to communicate across
cultures. Both the ability to take different perspectives and the ability to communicate
across cultures effectively are important in this study, as successful implementation of
these skills is essential in feedback interactions.

Another feedback relevant compositional model that supports this feedback
research is the Intercultural Competence Model by Deardorff (2006). Like the Howard
Hamilton et al. (1998) model, this model has several different components, describing a
continued process where all components influence one another. Deardorft’s (2006)
Intercultural Competence Model is concerned with first, what occurs within the
individual and second, what happens within the cultural interaction. At the individual
level, there are several attitudes that are important, including respect, openness, and
curiosity. Respect can be thought of as valuing cultures that are different than yours,
while openness is not being judgmental when interacting with someone from another

culture. Lastly, curiosity is thought of in this model as being able to tolerate uncertainty.
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These attitudes are particularly important in the feedback context, because a leader
cannot be judgmental when interacting with employees from other cultures or just in
general, rather the leader must learn to understand and adapt to that employee’s unique
feedback preferences. Another component of Deardorff’s (2006) model at the individual
level is knowledge and comprehension, which includes a knowledge of your own cultural
self-awareness. The last component at the individual level is skills, which includes the
ability to listen, observe, and evaluate cultural situations (Deardorff, 2006). The cultural
awareness knowledge piece is relevant to this study, mainly because an employee needs
to feel their leader understands and cares about their specific culture when providing
feedback, or else the employee will not accept the feedback as accurate or useful. These
attitudes, knowledge, and skills then trigger an internal outcome that happens within the
individual. This internal outcome then causes a frame of reference shift, for example, the
person demonstrating the necessary adaptability within the cultural situation. The
attitudes, knowledge, skills, and now internal outcome then trigger the external outcome,
which is the appropriate actions within the cultural situation (Deardorff, 2006). As
mentioned above, this model is relevant to this feedback study because encouraging
attitudes such as respect, openness, and curiosity in leaders should lead to the appropriate
cultural knowledge or intelligence. The result will be leaders changing their frame of
reference when delivering necessary feedback to employees from diverse cultures,
meaning the external outcome of an effective feedback interaction is more likely to
happen (See Appendix A).

Both intercultural competence models indicate the ways in which cultural

competence enhances a person’s adaptation and adjustment (Howard Hamilton et al.,
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1998; Deardorff, 2006), with both being particularly relevant in a leader’s creation of a
positive feedback environment. Effectively adapting and adjusting in cultural situations,
such as a feedback interaction, means the person must be willing to adopt the necessary
behaviors to reach their desired goals, including the facilitation of quality (e.g., warm,
respectful, and collaborative) interpersonal relationships and the perception that the
relationship is serving the desired purpose through the accomplishment of necessary tasks
(Black & Stephens, 1989; Brislin, 1993; Gudykunst, Hammer, & Wiseman, 1977).

Understanding and facilitating leader cross-cultural competence is important
because past research demonstrates the link between these cultural variables and
desirable organizational outcomes, such as patient experience within the healthcare
industry (Ingram, 2012), team performance (Mateev & Nelson, 2004), cultural
adjustment of employees placed internationally (Templer et al., 2006), and task
performance (Ang et al., 2007). Of particular relevance to this study, cultural competence
1s important because it allows for better communication skills (Trejo et al., 2015), with
additional research showing that cross-cultural competence promotes the development of
skills appropriate for interactions in other cultures (McDonald et al., 2008). Better quality
and cooperative work relationships should be associated with more effective feedback
interactions between leaders and their employees. Of relevance to the feedback
interaction, cross-cultural competence prepares individuals to resolve conflicts in more
effective ways, also demonstrating importance in workplace feedback interactions
(McDonald et al., 2008).

On the other hand, the term cultural intelligence, or someone’s ability to

appropriately adapt to a cultural situation (Earley & Ang, 2003), is often used
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interchangeably with cross-cultural competence because of their significant similarities.
The cultural intelligence construct is comprised of four dimensions, which are (1)
metacognitive cultural intelligence, or the manner in which a person is able to
comprehend culturally related information; (2) cognitive cultural intelligence, or the
general amount of cultural knowledge a person has; (3) motivational cultural intelligence,
or how motivated someone feels to put forth the appropriate amount of effort when in a
cultural situation; and lastly, (4) behavioral cultural intelligence, or the degree to which a
person acts in an appropriate manner when in a cultural situation (Ang, Van Dyne, &
Koh, 2006). Similar to the cross-cultural competence construct, the cultural intelligence
construct falls under the Cognitive, Affective, Behavioral (CAB) framework, suggesting
cultural intelligence is also concerned with understanding the cognitive, affective, and
behavioral characteristics that permit someone to be successful in cultural situations
(Hammer, 2015).

Cultural intelligence is related to a number of favorable outcomes. For instance,
researchers found a link between cultural intelligence and interactional adjustment, such
that participants who were more culturally intelligent, specifically on the motivational
and behavioral dimensions of cultural intelligence, demonstrated more interactional
adjustment compared to others who were not culturally intelligent (Ang et al., 2007).
Mor, Morris, and Joh (2013) reported a relationship between cultural intelligence and
intercultural cooperation, such that individuals who are more culturally intelligent were
more likely to be cooperative in intercultural situations. Also, important to note, research
conducted on Chinese leaders indicated that cultural intelligence was linked to the

outcome of communication effectiveness (Bucker et al., 2014). Chua, Morris, and Mor
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(2012) found that being culturally intelligent led to participants being more likely to share
information they had with culturally diverse people. Researchers such as Imai and
Gelfand (2010) link cultural intelligence with increased effective intercultural
negotiation, suggesting that people with more cultural intelligence will be more effective
in negotiating with people from other cultures. Intercultural negotiation skills are relevant
to the feedback interactions that happen between a leader and employee, as feedback
interactions in a global world can be considered cross-cultural interactions, and therefore,
are most effective when each party explains their perspective and can agree on specific
actions moving forward.

When looking at the cross-cultural competence and cultural intelligence
constructs, there are several similarities. To start, research comparing cross-cultural
competence and cultural intelligence demonstrated a strong correlation between the two
constructs (Li, 2020). When analyzing the outcomes of the two constructs, cultural
competence is linked to cultural adjustment of people internationally (Templer et al.,
2006), while cultural intelligence is linked to interactional adjustment, indicating that
both of these cultural constructs are related to adjustment outcomes of people within
cultural situations. Also, cultural competence and cultural intelligence are both linked
with communication outcomes. Specifically, cultural competence research shows the
relationship between cultural competence and communication skills (Trejo et al., 2015),
while cultural intelligence research demonstrates the relationship between cultural
intelligence and communication effectiveness (Bucker et al., 2014). This suggests the
general importance of communication when interacting in cultural situations, as well as

the similarity between cross-cultural competence and cultural intelligence.
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As mentioned, the above observations emphasize the similarity, and therefore
interchangeable nature, between the constructs of cross-cultural competence and cultural
intelligence (Earley & Ang, 2003). Therefore, for the sake of this research, cross-cultural
competence and cultural intelligence research together provide support for the
hypotheses. When discussing the literature, the terminology (cross-cultural competence
or cultural intelligence) used by the original authors will be maintained. Since Ang, Van
Dyne, and Koh’s (2006) cultural intelligence measure was used to assess perceptions of
leader’s cultural intelligence in this study, the cultural intelligence conceptualization is
prioritized in this research.

Feedback Environment

Feedback is a method to inform employees whether their performance meets job
expectations and how to improve job performance if needed (Ashford et al., 2003). Based
on Ashford and researchers’ (2003) definition of feedback, feedback is an organizational
tool that can be used to assist employees in meeting work goals and subsequently
improving work performance. Organizations value job performance feedback because it
1s a way to ensure employees are continually striving to meet organizational goals, as
well as developing their skills and competencies (Hyland, 1988). Feedback within the
work context can come from many sources (e.g., leader, coworkers, self, etc.) (Ashford &
Tsui, 1991), but most commonly comes from the employee’s supervisor or leader.
Though feedback processes should be a top priority on organizations’ minds, feedback is
not given the attention it deserves, and as a result, it is not well understood. In fact, a
study conducted by Kluger and DeNisi (1996) demonstrated, on average, feedback had a

moderately positive effect on performance, but more than 30% of feedback interventions
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had a negative effect on performance (Barton & Worlery, 2007; Kluger & DeNisi, 1996).
When delivering performance feedback, a leader’s intentions are to increase employee
performance, but Kluger and DeNisi’s (1996) results demonstrate the relationship is not
that simple, suggesting the influence of additional work-related variables. One of the
most important additional variables is the culture or climate for feedback (London &
Smither, 2002).

The feedback environment is a broad conceptualization of an organization’s
feedback climate, with feedback environment being defined as the informal contextual
components influencing the feedback process on a day-to-day basis (Steelman et al.,
2004). Feedback environments can be created by the organization or an individual within
an organization, such as the leader (Dahling & O’Malley, 2011; Steelman, et al., 2004).
Organizational feedback environments are considered the environment an organization
creates centered around the giving and receiving of feedback (Dahling & O’Malley,
2011; London, 2003). London (2003) notes organizations can foster “global
psychological settings or cultures” that are feedback oriented, providing employees with
better quality feedback in an environment that is conducive to giving and using feedback.
The facilitation of a culture that is feedback friendly entails the promotion of learning,
developing trust with employees, and authenticity in feedback interactions (Baker et al.,
2013). Ensuring employees understand the organization’s expectations of them is an
important piece contributing to the overall feedback environment (Dahling & O’Malley,
2011).

Organizations should devote considerable attention to the kind of feedback

environments their leaders create, because quality feedback environments are linked to
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several relevant organizational outcomes. For example, Norris-Watts and Levy (2004)
demonstrated that the feedback environment enhanced organizational citizenship
behaviors through affective commitment. Furthermore, if employees feel the feedback
interaction went well, and the environment was conducive for receiving quality feedback,
the employee is more likely to seek out more feedback in the future (Williams et al.,
1999). Research reveals feedback is also linked to other desired organizational outcomes,
such as employee engagement (Mone & London, 2010), further justifying why an
understanding of feedback should be a top priority for organizations. Rosen, Levy, and
Hall (2006) conducted a study looking at how the feedback environment influences the
perceptions that politics are present within the organization. Organizational politics can
be viewed as unfavorable employee behaviors that serve the employee, with limited
contribution to the greater good of the organization (Ferris, et al., 2002). Political
behavior within organizations is seen as disadvantageous, particularly resulting in lower
levels of employee job satisfaction, organizational citizenship behaviors, and
performance (Cropanzano, et al., 1997; Ferris et al., 1996). Rosen et al. (2006)
demonstrated that a favorable feedback environment can reduce the perception of
organizational politics and subsequently enhance employee morale, further exhibiting the
utility of a favorable feedback environment. Because a feedback interaction typically
involves both the leader and employee (Duarte, Goodson, & Klich, 1994), an effective
feedback environment is also likely to enhance the relationship quality (LMX) between
the leader and employee (Anseel & Lievens, 2007).

Steelman et al. (2004) conceptualize the feedback environment as including seven

different dimensions, with each of these dimensions influencing the overall environment
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in unique ways. This conceptualization of the feedback environment has both a
supervisor and a coworker source, because as mentioned, employees can receive
feedback from many sources (e.g., supervisor/leader, coworkers, self, etc.) (Greller,
1980). Within both the supervisor and coworker source are the seven dimensions of the
feedback environment (Steelman et al., 2004). Dimensions of the feedback environment
are (1) source credibility, (2) feedback quality, (3) feedback delivery, (4) favorable
feedback, (5) unfavorable feedback, (6) source availability, and (7) the promotion of
feedback-seeking.

First, source credibility can be defined as the feedback source’s competence,
specifically how much the person receiving the feedback trusts that the person delivering
the feedback is competent on the subject matter (Giftin, 1967). Second, feedback quality
is concerned with aspects of the feedback itself, specifically that the feedback is
consistent and specific (Greller, 1980). Third, feedback delivery is related to how the
person delivers the feedback, particularly if the feedback is delivered in a considerate
way. Research notes that the person receiving the feedback must believe that the person
delivering the feedback has good intentions in order to incur positive reactions (Fedor,
Edor, & Buckley, 1989). Fourth, favorable feedback can be thought of as the presence of
positive feedback, with positive feedback entailing compliments that are thought to be
deserved. Fifth, the unfavorable feedback dimension can be thought of as the presence of
negative feedback, with negative feedback entailing feedback of a critical nature, which
again, is thought to be deserved. Sixth, source availability is concerned with how
available the person delivering the feedback is. Since a formal review of performance

may only be conducted one time per year (Meyer, 1991), feedback sources must be
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available enough to provide employees with informal and regular feedback when
necessary (Ashford & Cummings, 1983). Lastly, the promotes feedback seeking
dimension of the feedback environment is concerned with how leaders encourage
employees to seek out feedback information (Williams, et al., 1999). Complicating the
feedback process is the idea that most employees desire regular feedback but are
apprehensive to actually seek the feedback out (Ashford, 1989; Levy, et al., 1995). A
better-quality, more favorable, feedback environment could assist with employees’
comfort level when attempting to seek out performance feedback (Steelman et al., 2004).

The organizational feedback environment is thought of as an aggregated view of
the feedback environment in general, while the supervisor/leader feedback environment
is viewed at the individual level (Dahling & O’Malley, 2011; Steelman et al., 2004).
Supervisors, or leaders, may enact different feedback environments based on their
personal preferences, interaction styles, and individual differences. One individual
difference that may impact the feedback environment is leader cultural intelligence.
Leaders who are perceived to be culturally intelligent may be able to adapt and adjust the
feedback environment to what is needed by their employees. In other words, culturally
intelligent leaders are likely able to understand, prioritize, and create feedback
environments that are personalized to the needs of individual employees.

Individuals, or employees, raised in different cultures have diverse cultural values
and communication styles suggesting feedback processes within the workplace cannot be
treated as universal (Earley, 1986; Earley, 1989). The intercultural competence models of
both Howard Hamilton et al. (1998) and Deardorff (2006) demonstrate if leaders can

show they have the necessary attitudes, knowledge, and skills, they will be better
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prepared to handle intercultural interactions, including a feedback interaction, with an
employee from another country or with cultural values that do not align with their own.
The specific skills relevant to the feedback interaction mentioned in these two
intercultural competence models are skills in communication, interpersonal skills, as well
as relationship building skills. These types of skills should be closely linked to a leader’s
ability to foster a favorable feedback environment. To explain, leaders who are perceived
to be culturally intelligent should promote more favorable and personalized feedback
environments for their employees through their interpersonal and relationship building
skills and communication skills.

A leader having cultural intelligence should approach a feedback interaction with
sensitivity and understanding. Leaders with strong cultural intelligence should be able to
adjust to interpersonal differences, and thus, develop more favorable interpersonal
relationships and provide feedback in a more culturally intelligent manner. Sully de
Luque and Sommer (2000) suggest cultural values impact the type of feedback
employees want and seek out. For instance, employees shaped by an individualistic
culture may appreciate and seek out direct, individual-level feedback, whereas employees
shaped by a collectivistic culture may appreciate and seek out feedback that is more
indirect and emphasizes the group over the individual. As another example, a culturally
intelligent leader would approach a feedback interaction with someone from a high-
power distance culture already knowing this person may be responsive to leader
feedback, but unlikely to seek feedback from their leader because of the fear of damaging
their self-presentation (Moukarzel & Steelman, 2015). Moukarzel and Steelman (2015)

argue that to effectively manage multicultural teams, leaders need to recognize



WANT MORE POSITIVE EMPLOYEE OUTCOMES? 20

underlying cultural norms related to communication and feedback and leverage them in
ways that foster the effective provision and use of feedback for all employees. In other
words, effective leaders in multicultural settings need to have cultural intelligence to
promote favorable feedback environments.
Hypothesis 1: Perceptions of leader cultural intelligence will be positively associated
with the feedback environment as rated by employees.
Feedback Orientation

Another relevant variable to the feedback interaction is the leader’s feedback
orientation; specifically, the leader’s opinion about the value of receiving feedback at
work (London & Smither, 2002). The need for organizations to emphasize a better
understanding of the construct of feedback orientation stems from the idea that feedback
orientation has been linked to important individual level and organizational level
outcomes. Feedback orientation relates to individual level constructs such as openness to
experience, self-monitoring (London & Smither, 2002), feedback acceptance (Rutkowski,
Steelman, & Griffith, 2004), learning goal orientation (Linderbaum & Levy, 2010), and
increased receptivity to coaching (Steelman & Wolfeld, 2018). Organizationally,
feedback orientation has been linked to training success (Gregory & Levy, 2008; 2012),
quality feedback environments (Dahling et al., 2012), and employee development
(Linderbaum & Levy, 2007). Feedback orientation encourages people to continually
learn, such that feedback orientation can facilitate a positive learning culture at the
organizational level (Sessa & London, 2006). Also important, a study conducted by
Rasheed et al. (2015) found there was a direct relationship between certain dimensions of

feedback orientation (e.g., utility, accountability, feedback self-efficacy, and social
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awareness) and in-role job performance, signifying someone’s feedback orientation can
directly impact their performance on the job.

The feedback orientation construct is thought to be comprised of multiple
dimensions (London, 2003), which collectively determine the person’s feedback
orientation. Historically, there are two commonly accepted conceptualizations of the
dimensions that make up someone’s feedback orientation, those of London and Smither
(2002) and Linderbaum and Levy (2010). London and Smither (2002) discuss feedback
orientation as being made up of six dimensions, including (1) liking feedback, (2)
wanting to seek out feedback when necessary, (3) possessing the ability to process the
feedback in a mindful manner, (4) having self-awareness regarding how others feel about
you, (5) understanding the importance of feedback, and (6) feeling accountable to act on
any feedback received (London & Smither, 2002). On the other hand, Linderbaum and
Levy (2010) developed a measure of feedback orientation, the Feedback Orientation
Scale (FOS), based on four theoretically derived dimensions, which are (1) utility, (2)
accountability, (3) social awareness, and (4) feedback self-efficacy. Utility refers to the
idea that the person receiving the feedback believes the feedback will lead to positive
outcomes (Linderbaum & Levy, 2010). The accountability dimension entails the person
receiving the feedback feeling as if they should act on the feedback in some way. The
social awareness dimension addresses how the person receiving the feedback can use the
feedback to better understand how their colleagues view them professionally. The
feedback self-efficacy dimension states that the person believes they can understand and
process the feedback however necessary (Linderbaum & Levy, 2010). For the sake of this

research, Linderbaum and Levy’s (2010) feedback orientation definition will be used, as



WANT MORE POSITIVE EMPLOYEE OUTCOMES? 22

the Feedback Orientation Scale (FOS) developed in line with this definition has
appropriate psychometric properties allowing researchers to properly measure leader
feedback orientation. Feedback orientation can be thought of as on a continuum of high
to low, with organizations wanting employees to have high feedback orientations,
because that means these employees are highly receptive to performance feedback and
value learning how to improve their work performance (London & Smither, 2002).

For organizations to be able to understand feedback orientation, it is important to
first understand more holis