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Abstract
Leadership is one of the oldest phenomena in the history of social sciences and management that has an impact to business ventures sustainability.  International joint ventures (IJVs) leadership encounters cross-cultural related and diverse workforce challenges that call for appropriate leadership behaviors (style) for their organization sustainability.  This paper presents empirical research done on International Joint Ventures (IJVs) leadership in Botswana manufacturing with partners from BRICS countries. An international joint venture is collaboration between two or more parties with at least one partner headquartered outside the joint venture country of operation. Guided by signature characteristics of grounded theory methodology, the study  produced seven (7) emergent themes towards leadership effectiveness for IJVs sustainability: (a) communication (b) job requirements and instructions, (c) systemic  quality management processes; (d)  pragmatic problem-solving strategies, (e) leadership responsibilities, (e)  organizational values,  and (f) rules and regulations. Some direction for future research directions and practice in the field of International joint ventures (IJVs) leadership style(s) are also provided.
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1. INTRODUCTION
Leadership is “a process whereby an individual influences a group of individuals to achieve a common goal” Northouse (2010:3). Leadership definitions suggest that leadership: is a process, involves influencing others, happens within the context of a group, involves goal attainment, and the goals are shared by managers and their followers (Kotter, 2011). Effective leadership promotes corporate or business sustainability. Business sustainability is “the adoption of business strategies and activities that meet the needs of the enterprise and its stakeholders today while protecting, sustain and enhancing the human and natural resources that will be needed in the future” (Baumgartner, 2009:103).  There is a significant positive impact of strategic leadership capabilities on sustainable competitive advantage of an organisation (Mahdi & Almsafir, 2013). 
Botswana has attracted a number of international investors (to operate as standalone or in joint venture formations) including those from BRICS countries. Ozorhon, Arditi, Dikmen and Birgonul (2010) define a Joint venture (JV) as a special type of a strategic alliance that offers a unique opportunity to combine the distinctive competencies and the complementary resources of participating firms. A joint venture with at least one partner headquartered outside the joint venture country of operation is regarded as an International joint venture (IJV) (Ozorhon et al., 2011). All Botswana joint ventures (as provided by the Ministry of Trade and Industry data base) are international since they collaborate with foreign partners. Motives for Botswana investors collaborating in International Joint Ventures (IJVs)  include the fact that they envisage  to gain synergies, diversification, technology transfer,  necessary skills acquisitions,  cost saving,  access to financial resources, economies of scale, access to innovative managerial practices,  and for China and India organisations -to enter into new markets (Adnan, Kassim & Yazdifar, 2012). 
This study focused on Botswana International joint ventures (IJVs) with partners from BRICS countries. BRICS is an acronym for Brazil, Russia, India, china and South Africa. The investigator has interest on BRICS economies (Brazil, Russia, India, China and South Africa) as these countries have gained influence in the global economy and this is reflected by the increasing weight of their companies in the Fortune 500 (Goldstein, 2013). Also to strengthen the investigator’s motive, it is often argued that the growth of major emerging powers, such as China, India, Russia, Brazil and South Africa will have a transformative effect on the world economy (Papa & Gleason, 2012). It also argued that the BRICS countries are developing rapidly and are expected to surpass the current richest countries of the world by 2050 (Holtbrugge & Kreppe, 2012).Botswana and other developing nations will continue benefiting  from the collaborations as large companies from these countries are about to become major global players and have potential to revolutionize the global business environment with innovative business models Busch  cited in (Holtbrugge & Kreppe, 2012). The BRICS economies are different from each other and this is also true as the weights of their respective business world are considered, but they also share some crucial features like: concentrated ownership with governments and families at the helm, diversification and internationalization (Goldstein, 2013).
International joint ventures (IJVs) just like any other business venture are bound to encounter challenges. 
The average lifespan of other alliances is seven years (Gonzalez, 2001), and for joint ventures is three years (Deloitte Financial Advisory, 2010). Studies by Grosu (2002); Ard-Pieter de Man and Duysters (2007);  Ozorhon  et al.2010; Naicker and Saungweme (2009); Jamali and Keshishian (2009)  highlight failure rates for joint ventures/international joint ventures as ranging from 50% to 70%. Leadership is perceived as the most important driver of strategy implementation and it contributes positively to the effective implementation of a strategy within an organisation for example IJVs (Jooste & Foure, 2009).
Extant literature provides different contemporary  leadership styles  common in organisations namely: transformational, transactional, authentic, global and LMX leadership styles.
However a preliminary review of the literature reveals the absence of leadership behaviours (style) applied  by managers of International joint ventures (IJVs) with partners from developing and less developed nations. It is in this view that this study is being done aimed at establishing preferred leadership behaviours (style) by managers of IJVs in Botswana manufacturing.
Thus, a grounded theory methodology was selected to address the research questions posed by this study:
1. What are the preferred leadership behaviours (style) by managers of IJVs in Botswana manufacturing?
2. How have the Botswana IJVs managers managed to sustain their organisations through the venture life cycle?





2. LITERATURE REVIEW
2.1 Leadership styles
Leadership is no longer simply described as an individual characteristic or as differences, but rather is depicted in various models as dyadic, shared, relational, strategic, global, and a complex social dynamic (Avolio, Walumbwa & Weber, 2009:423). Literature on leadership indicates that leadership behaviour will not be effective if followers do not perceive the leader to be authentic, focused and visionary (Gill, 2012). It is proposed that for international joint ventures, leadership effectiveness is influenced by national culture, and a fit between a leader and culture is important for successful International joint collaborations (Gill, 2012). The GLOBE study found that culture influences the effectiveness of leadership behaviour operating in different countries (House, Hanges, Javidan, Dorfman & Gupta, 2004). Employees who work for joint ventures tend to like leaders who are tolerant and professional, and who respect and listen to the concerns of employees (Dong & Liu, 2010)
2.2 Transformational Leadership 
In the past 15 years a new genre of leadership theory referred to as “charismatic”, “transformational”, “visionary” or “inspirational” has emerged in the leadership literature (Shamir, House &Arthur, 1993). Transformational leadership effects are realized in terms of performance outcomes for example: followers’ formation of commitment, identification, perceived fairness and satisfaction, job characteristics such as variety, identity, significance, autonomy and feedback, trust in the leader (Wang, Feng, Freeman, Fan & Zhu, 2014), and followers own feeling and other group in terms of efficacy, potency and cohesion (Avolio et al., 2009). Transformational managers encourage open, honest and timely communication, and foster dialogue and collaboration among team members (Zagoršek, Dimovski & Škerlavaj, 2009).
As opposed to some traditional  leadership theories, transformational leadership focuses on what is the best interest of the group as a whole rather that what only serves the individual (Whiltshire, 2012). According to Northouse (2010:171), transformational leadership “is concerned with emotions, values, ethics, standards, and long-term goals”. However Avolio et al. (2009:423) regard transformational leadership as “leader behaviours that transform and inspire followers to perform beyond expectations while transcending self interest for the good of the organisation”.
Transformational leadership differs from most other theories of leadership because rather than addressing the exchange or transaction that occurs between managers and followers it focuses on the growth and development of both (Whiltshire, 2012).
2.3Transactional Leadership 
Transactional leadership is leadership process largely based on the exchange of rewards contingent on performance (Avolio et al., 2009). The transactional leadership process builds upon exchange: the leader offers rewards (or threatens punishments) for the performance of desired behaviours and the completion of certain tasks (Zagoršek et al., 2009). Transactional leadership lies in the leader’s ability to inspire, trust, loyalty, and admiration in followers, who then subordinate their individual interests to the interests of the organisation (Zagoršek et al., 2009). Bahzar & Kusuma (2013) argue that a transactional leadership style is adhering to the rules, guidelines for implementation of tasks and focus on the completion of tasks and jobs. In relation to transactional leadership style, Avolio et al. (2009) presented a model that examined two specific ways that managers can influence the way followers choose to behave in terms of the motivations they use to regulate actions or behaviours: first way relates to values (e.g. achievement) and emphasizes making specific values or patterns of values salient for the follower to motivate him/her to action, the second relates to the follower’s “self concept”, where by the leader activates a specific identity to which followers can relate, creating a collective identity that the follower ultimately embrace as his or her own. Transactional leadership has three dimensions: i) Contingent reward leadership  refers to leader behaviours focused on clarifying role and task requirements and providing followers with material or psychological rewards, contingent on the fulfillment on contractual obligations, ii) Active management-by- exception refers to the active vigilance of the leader, whose goal is to ensure fulfillment of the standards, and iii) Passive management-by-exception occurs until mistakes are brought to his or her attention, the leader fails to intervene until the problem become serious (Zagoršek et al., 2009).
2.4Authentic Leadership 
One of the emerging pillars of interest in the field of leadership has been called authentic leadership development (Avolio et al., 2009).  Avolio et al. (2009) introduced the concept of authentic leadership development into literature with the goal of integrating work on positive organizational behaviour with the lifespan leadership development work. Authentic Leadership is defined as “a pattern of transparent and ethical leader behaviour that encourages openness in sharing information needed to make decisions while accepting followers’ inputs” (Avolio, 2009:423).  An authentic leader encourages diversity and knowhow to develop their subordinates’ abilities and empower them (Hsiung, 2011). Overly, authentic leadership encompasses positive leadership qualities to include high ethics, moral reasoning and positive orientation (Wherry, 2012). Four factors that cover the components of authentic leadership are: balanced processing, internalized moral perspective, relational transparency, and self awareness (Avolio et al., 2009).
2.5 Leader –Member exchange Leadership style (LMX)
LMX is considered an important type of leadership for supervisors since they interact with employees more frequently than higher level managers (Luo, Luo, Song, Marnburg & Ogaard, 2014). LMX refers to the quality of the exchange relationships that exist between employees and their supervisors and it describes the role making processes between a leader and each individual subordinate and the exchange relationship over time (Yubl, 2005). Leader-Member Exchange (LMX) theory has focused on the relationship between the leader and follower (Avolio et al., 2009).LMX relationships are developed through a series of interactions or exchanges between managers and followers, immediate supervisors are critical in enhancing the LMX relationship because of their proximity to employees (Walumbwa, Mayer, Wang, Wang, Workman & Christensen, 2011:204). It is based on the degree of emotional support and exchange of valued resources between a supervisor and his/her direct subordinate (Walumbwa et al., 2011). A differentiation tactic based on subordinates’ cultural values is in line with LMX approach to leadership in which unique working relationships are developed with each employee rather than adopting an average leadership style (Lee, Scandura & Shariff, 2014).Within LMX, each employee is treated as unique and his/her national culture is part of the uniqueness (Lee et al., 2014). Several prior individual and meta-analytic studies reported significant positive relationship between LMX and job performance (Walumbwa et al., 2011). When determining how to influence employee performance, managers should consider the nature of relationship they develop with their direct subordinates and how to raise employees’ confidence levels (Walumbwa et al., 2011).
2.6 Global Leadership
Globalisation has created a need to understand how cultural differences affect leadership performance (Northouse, 2010). Globalization of organisation has been found to be one of the major drivers of cross cultural leadership interest, of which at times require managers to work from and across an increasingly diverse locations (Avolio et al., 2009). Global leadership is a process of identifying managers who are able to effectively lead across a variety of cultures (Avolio et al., 2009). Definitions of Global leadership include one or more of the following components: vision, purpose ( goal achievement), behaviours(  influencing, motivating, change gantry, building community and trust, boundary spanning, intercultural competence),Multi National Corporation (MNC) job responsibilities ( global integration, strategy, architecting), large audiences ( individuals, groups, organisational, global community),global components ( effectiveness, competitive advantage, world class performance, improved quality of life, positive change), and descriptions of the global contexts (cultural, political, institutional, geographical differences, multiple authorities, complexity, ambiguity) (Mendenhall & Osland, 2012). Global leadership could be one that focuses on international experience, implying that managers must spend time living in different cultures in order to be prepared to lead (Avolio et al., 2009). Global leadership is significantly different from domestic leadership due to the salience of the context as characteristics of the global context appear to exert greater influence to the managers compared with the domestic scenario (Mendenhall & Osland, 2012).
 Globalisation has also created the need for managers to become competent in cross-cultural awareness and practice (Northouse, 2010).Due to the demands encountered by Global managers Northouse (2010) mentioned that they need to develop five cross-cultural competences: i)  need to understand business, political, and cultural environments worldwide, ii)  need to learn the perspectives, tasks, trends and technologies of many other cultures, iii)  need to be able to work simultaneously with people from many cultures, iv) be able to adapt to living and communicating in other cultures, and v)  need to learn to relate to people from other cultures from a position of equality rather than cultural superiority. For them to be effective, Global managers need to develop communication competences that will enable them to articulate and implement their vision in a diverse workplace (Northouse, 2010). 
3. METHODOLOGY
Grounded theory methodology was adopted for this study because the research questions  indicated the need to develop a sound theoretical foundation for identifying leadership behaviours style(s) for International joint ventures (IJVs) operating in Botswana. Grounded theory methodology is appropriate “when there is a need for new theoretical explanations built on previous knowledge to explain changes in the field” (Grbich, 2007:70). Grounded theory methodology is believed to employ a systematic set of procedures to inductively develop theory that is “grounded” in the data from which it was derived (Charmaz, 2000, 2006, 2009; Glaser & Strauss, 1967; Strauss & Corbin, 1990, 1994, 1998). The eventual aim of a grounded theory study as outlined by Charmaz (2009) is to produce new theory that is grounded in data collected directly from participants on the basis of their lived experiences. Glaser (1992) suggests that the theory produced from grounded theory methodology is ‘grounded’ in real-world practice, is sensitive to participants and represents the complexities found in participants’ experiences.  Grounded theory offers a useful method for gaining an understanding of the context of the user experience when researching (Vassilakaki & Johnson, 2015).  The outcome of a grounded theory study is an emergent theory “from the data that accounts for the data” (Charmaz, 2008: 157). 
Essentials of Grounded theory methods  Birks &Mills (2010) or Signature characteristics of grounded theory methodology Barnett (2012)  include (a)Initial coding and categorization of data, (b) Concurrent data generation or collection and analysis, (c)Writing memos, (d) Theoretical sampling, (e) Constant comparative analysis using inductive and abductive logic, (f) Theoretical sensitivity, (g) Intermediate coding, (h) Selecting and core category, (i) Theoretical saturation, and (j) Theoretical integration. “The comparative and interactive nature of grounded theory at every stage of analysis distinguishes grounded theory from other approaches and makes it an explicitly emergent method” (Charmaz, 2008:163).


3.1Constructivist Grounded Theory
Constructivist grounded theory is distinguished by (a) “the nature of the relationship between the researcher and participants,” and (b) “an explication of what can be known” (Mills, Bonner & Francis, 2006:2). In contrast to classical versions of grounded theory, constructivist grounded theory is described as “epistemologically subjective” and “ontologically relativist” (Mills et al., 2006: 6). A relativist stance assumes that theoretical analyses derived from the grounded theory process “are interpretive renderings of a reality, not objective reporting of it” (Charmaz, 2008: 206). Meaning is constructed through the qualitative researcher’s interpretive understandings, an emic perspective that assumes a relativist and reflexive stance toward the data (Charmaz, 2009). 
Charmaz (2009) mentioned that “Grounded theory in its constructivist version is a profoundly interactive process”. Drawing from the epistemological and ontological foundations of social constructivism, meaning is co-constructed with participants through interactive processes of interviewing, communication, and actions in practice (Morse, Stern, Corbin, Bowers, Charmaz & Clarke, 2009). It is through such reflexive processes that new theory emerges from—rather than is discovered in—the data reflecting (Birks &Mills, 2010), lived experiences (Charmaz, 2009; Fassinger, 2005).
3.2 Methods, Participants, and Data Collection
This study focused on the International joint ventures (IJVs) in Botswana with partners from BRICS countries. Botswana IJVs have partners from China, India and South Africa only. Since the research thrust was to identify the preferred leadership behaviours (style) by managers of IJVs in Botswana manufacturing for sustainability, it was found ideal to involve managers in the sample especially the tactical and strategic levels. Botswana has a total of 114 organisations registered as joint ventures by the Ministry of Trade and Industry,  63 (55%) have partners from BRICS countries,  two of them have since closed operations,and some of the joint venture registrations include branches  and there are 48 IJVs existing ones.  Seven (7) IJVs managers (participants) were drawn through a purposive sampling method from 48 Botswana International joint ventures (IJVs) with partners from BRICS countries and one participant was from sponsoring organisations involved in funding IJVs in Botswana. Through a purposive sampling approach, the sample selected was based on the business lines ( Table 3.1) as well as according to  BRICS partner(whether is Chinese, Indian, or South African) (Table 3.2). 
Table 3.1 IJVs distribution based on Business lines and Interview Participants selected
	Business Line 
	No of  IJVs 
	 Participant(s) 

	Construction/ cement related products 
	24
	2

	Food products, dairy, packaging, milling 
	11 
	2 

	Industrial eg chemical, rubber, textile, 
	9 
	2 

	Others 
	4
	1

	Total (IJVs)
	 48
	7

	IJVs Funding Organisation (BDC)
	1
	1

	Interview Sample
	
	8



Table 3.2: Summary of sample group (IJVs managers) and interviews
	Interview
	Age and gender
	Culture
	BRICS Partner
	Date
	Duration

	Interview 1
	25,Fe male
	Motswana
	Indian
	9 Dec 2014
	40 mins

	Interview 2
	50, male
	Motswana
	South Africa
	9 Dec 2014
	45 mins

	Interview 3
	32, male
	Zimbabwean
	Indian
	12 Dec 2014
	41 mins

	Interview 4
	37,Fe male
	Motswana
	South Africa
	13  Dec2014
	42 mins

	Interview 5
	35, male
	Motswana
	IJVs Funding Organisation
	2 Dec  2014
	43 mins

	Interview 6
	40, male
34, male
	Motswana
Chinese
	Chinese
	10 Feb 2015
	50 mins

	Interview 7
	42, male
	Motswana
	South African
	10 April 2015
	38 mins

	Interview 8
	42, male
	Motswana
	Indian
	14 April 2015
	42 mins


Data collection consisted of (a) semi-structured interviews conducted with each of the 8 participants in the study. Following theoretical sampling procedures—where data from prior interviews guided the researcher about whom to interview or what to observe next—new participants were added and semi-structured interview questions were adapted as new concepts emerged from the data. 

3.3 Data Analysis
Data analysis was done through distinct but overlapping generic stages:  the initial, interim, and theoretical stages. Within the constructivist grounded theory research design, these generic stages translated to the processes inherent in open coding, focused coding and theoretical coding. Open coding refers to the first level of coding in grounded theory analysis, “in which data are transcribed and broken down into units of meaning” (Charmaz, 2010, 2011, & 2014); Bryant &Charmaz, 2010, 2011). During open coding, the researcher labeled and assigned units of meaning to incidents, actions, and events derived from the data. Focused coding occurred as the researcher began identifying preliminary themes and concepts emerging from the data (Barnett, 2012). In this stage the researcher focused on the most significant and frequently occurring codes (Charmaz, 2011). Theoretical coding is the final stage in which the researcher began merging concepts into thematic categories (Charmaz, 2010, 2011, 2014). The grounded theory is constructed from analysis of the inter-relationships among the themes. As recommended in grounded theory methodology, all stages incorporated signature grounded theory processes of constant comparison, whereby data were continually compared and contrasted at each level of analysis; theoretical sampling, where emergent concepts and concerns arose from the data guided subsequent data collection; and theoretical sensitivity, which relied on the researcher’s intuitive and interpretive analysis of the data (Birks &Mills, 2010).
4. FINDINGS
A constructivist grounded theory research design produced Seven (7) emergent themes which will be integrated into the grounded theory. The integration of Seven (7) emergent themes will constitute the new grounded theory capturing the leadership behaviours IJVs managers are implementing for their IJVs sustainability:
(1) Participants identified Communication as one of the IJV sustainability drivers. Communication is one of the most vital ingredients for IJVs sustainability and its main elements are (a) top down communication; (b) departmental or team meetings; and (c) formal and informal communication.
(2)  Job requirements and Instructions were mentioned as contributing to IJVs sustainability. (a) Conducive supervisor-employees relations were mentioned to be the fertile ground for effective and clear job requirements and instructions, (b) Also employee involvement enhances employees’ commitment and motivation levels, and (c) Organisational or departmental targets are made known to the employees mainly based on customer orders. 
 (3) IJVs managers implemented systemic  quality management processes to guarantee high product/ service quality while maintaining high employees’ motivation levels. (a)  IJVs managers emphasized reflexive and collaborative identification processes such as (i) adhering to input-process quality processes of early intervention and identification of quality input variables  (ii) registration or being affiliated to quality assurance bodies like ISO and  Botswana Bureau of Standards (BOBS), and (iii)  prioritizing employees welfare and motivation levels.
(4) IJVs managers are engaged in flexible pragmatic problem-solving strategies in response to new industry and customer oriented challenges that are culture, generation or environmental oriented, changes in consumers, tastes and preferences, standards requirements.
(5) IJVs managers’ leadership is mainly determined by the IJVs leadership compositions. (a) Decision making is mainly centered on top management (mainly expatriates).Strategic management positions are mainly occupied by expatriates (from the BRICS partner country), (c) factors that promote IJVs sustainability include (i) continued partners commitment throughout the venture life cycle (ii) focusing on customers’ best interests, (iii) establishing and retaining employees’ high level of motivation, and (iv) establishing harmonious professional relationships.
(6) IJVs managers espoused organisational  values developed : (a) team work as opposed to individualism  (b) improved employees welfare programs (pension, medical aid, funeral programs)  (c) best possible customer service, and (d) efficient and effective production and distribution systems. 
(7) Participants view rules and regulations as one of the most important pillars of organisational sustainability: (a) employees’ code of conduct, (b) Minor forms of misconduct (c) Misconduct of a more serious nature. The emergent grounded theory suggests new propositions regarding leadership behaviours supporting IJVs sustainability. Participants emphasised on (a) communication (b) job requirements and instructions, (c) systemic quality management processes; (d) pragmatic problem-solving strategies, (e) leadership responsibilities, (e) organisational values , and (f) rules and regulations.
 In sum, the emergent grounded theory reflects a hybrid leadership style constituting aspects of almost all the studded leadership styles. 
5. DISCUSSION
“All research is interpretive; it is guided by the researcher’s set of beliefs and feelings about the world and how it should be understood and studied” (Denzin & Lincoln, 2005:22). This grounded theory research design reflects a postmodern constructivist perspective, and, as such, incorporates postmodern sensibilities, assumes a relativist and reflexive stance toward the data, and takes a pragmatic approach to problem-solving (Barnett, 2012). These theoretical underpinnings of a constructivist grounded theory approach translate into the following research practices: (a) taking a relativist stance that reflects multiple and diverse perspectives; (b) positioning the researcher as a  participant in data collection and analysis; and (c) exercising a pragmatic approach to problem-solving(Barnett, 2012). This discussion will examine how these essential elements of a constructivist grounded theory approach prompted a way of thinking about data, informed research decisions, and shaped the development of the emergent grounded theory. 
5.1 Conclusion
A relativist stance inherent in a constructivist grounded theory approach values the diversity of perspectives and invites the sharing of pluralistic viewpoints (Clarke, 2005). For instance, managers of IJVs with Indian partners mentioned on the provision of staff welfare, effective communication, and systemic quality management programs dominated environment. The managers of IJVs with South African partners added the perspective of acknowledging employees’ value by offering pragmatic problem solving strategies, multi-skilling, systemic quality management programs, organisational values and communication. The managers   of IJVs with Chinese partners emphasized the relationship between employees and management being hindered by language barriers, lack of clear strategic plans(no vision, mission, values and objectives shared with employees) although there is a “do it by example” approach, emphasizing on pragmatic problem solving strategies, and rules and regulations. Moreover, through comparative analysis and theoretical sampling procedures, IJVs managers multiple perspectives of emergent themes will contribute to the construction of some theory.
This grounded theory reflects IJVs managers’ heterogeneous viewpoints of leadership behaviours. The study findings point to the fact that IJVs managers are applying diverse leadership behaviors that are part of most of the studded leadership styles, no one style is dominant, but rather the behaviours preferred by managers are a hybrid from most of the styles.
 5.2 Limitations and opportunities for further research
This research was done with Botswana IJVs with partners from BRICS countries, and there are many more IJVs with other partners. Future research directions suggested by the outcomes of this study include: (a) moving beyond the organisational leadership style and directing future research toward identification of practices and service delivery models that efficaciously address the needs of the IJVs primary stakeholders; (b) the advocacy of new leadership style(s)  that are meant to champion in contemporary practice and challenges; and (c) the findings point to the need to expand this study to a larger group of participants representing a wider range of International joint ventures.
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