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Abstract

The purpose of this paper is to assess the impact of personal cultural orientation and
behavioral aspect of cultural intelligence on subjective success in self-employment in
a multi-ethnic context. Based on Sharma (J Acad Mark Sci 38: 787–806, 2010)
taxonomy of personal cultural orientations, the paper examines the impact of
interdependence and social inequality orientations on subjective success in self-
employment (measured in terms of job satisfaction). Self-employed individuals
working in multiethnic communities in East Africa (Uganda and Kenya) were
compared with their counterparts in Germany operating in a less culturally or
ethnically diverse context. Moderated mediation analysis using PROCESS macro
model 8 is applied to measure the direct and indirect effects. Interdependence and
social inequality cultural orientations were positively related to subjective success in
self-employment for the East African sample, but not for the Germany sample. The
results revealed that the impact of these cultural orientations on subjective success is
mediated by behavioral cultural intelligence. However, these indirect effects vary
between Germany and East Africa. Similar to cross-cultural settings, multiethnic
business settings involve doing business with people from various ethnic and
linguistic backgrounds. This requires the entrepreneur to behave in a manner that
demonstrates appreciation and respect of other people’s cultures.

Keywords: Behavioral cultural intelligence, Entrepreneurial success,
Interdependence, Personal cultural orientations, Self-employment, And social
competencies

Introduction
Self-employment has emerged as an alternative career path for young people rather

than searching for opportunities in traditional paid employment. Economic and labor

market dynamics have played a big role. The unemployment challenge has persisted

since the times of the most recent global financial crisis (Dietrich & Möller, 2016;

Reinhart & Rogoff, 2009; Vogel, 2015b). In such circumstances, career mobility, includ-

ing going into entrepreneurship is important path to transitioning and succeeding in

the labor market (Baluku, Löser, Otto, & Schummer, 2018). Thus self-employment has

increasingly become a practical career alternative particularly for young people in

countries with high youth unemployment rates (Baluku, Bantu, & Otto, 2018; Falco &

Haywood, 2016; Vogel, 2015a).
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In addition to young people’s challenge of transiting from school to work, govern-

ments are under pressure to reduce unemployment as well as provide sustainable

decent employment as advocated for by Sustainable Development Goal 8 (Frey et al.,

2016; Gore, 2015; Parisotto, 2015). Coupled with the need for improving economic

development indexes, self-employment, and or entrepreneurship are being promoted as

the most feasible solution. Consequently, self-employment is on the rise (Falco & Haywood,

2016) and playing an important role in the economics of developing countries. Particularly,

it is the leading form of employment (70% of employed persons) in low-income countries

(Gindling & Newhouse, 2014). Self-employment rates will continue to rise given the chan-

ging nature of labor market and work dynamics including movement towards service sector,

globalized labor market and, increase in the population of skilled and semi-skilled immi-

grants (Fritsch, Kritikos, & Rusakova, 2012).

The benefits of self-employment to individuals and the economy, however, can only

be realized if the self-employment projects are successful. Particularly, individuals may

not persist in self-employment if their goals are not met or if they are dissatisfied in

this form of employment. Gindling and Newhouse (2014) revealed that only 7 % of the

self-employed in developing countries are successful. Previous research has predomin-

antly measured success in objective terms considering aspects such as income, profit-

ability, and growth (Baluku, Kikooma, & Kibanja, 2016b; Baron, Franklin, & Hmieleski,

2016). In the present study, we focus on subjective success, measured in terms of job

satisfaction. We presume that the value of success dimensions such as income and

improved welfare is best reflected in the extent to which business owners are satisfied

in their roles as self-employed.

The study of predictors of business performance is also dominated by a focus on

human capital and financial factors (e.g. Caliendo et al., 2015; Coleman, 2007; Cooper

et al., 1994; Neeley and Van Auken, 2009). However, Gindling and Newhouse (2014)

survey of self-employed in 74 countries revealed that approximately a third of unsuc-

cessful entrepreneurs share similar characteristics; confirming the proposition that

success is also impacted on by the personal characteristics of the entrepreneur (Baluku,

2017; Baluku et al., 2016b; Gideon & Baron, 2003). In the present study, we particularly

focus on personal level cultural variables. Whereas culture is widely studied in the

entrepreneurial literature, extant research has explained national cultures that are

conducive to entrepreneurship development and success (e.g. Hayton and Cacciotti

2013; Nabi and Liñán 2013) based on Hofstede’s model (Hofstede, 1984; Hofstede &

Minkov, 2010; Hofstede, 1994).

The argument in this paper is that personal cultural orientations and cultural

intelligence are also factors that contribute to success in self-employment, depending

on the cultural context. Entrepreneurship literature shows that people who start enter-

prises tend to have similar values and beliefs across countries (McGrath, MacMillan,

Yang, & Tsai, 1992), suggesting that personal values rather than national culture matter

most. Sharma (2010) presents ten (10) personal cultural orientations that operationalize

Hofstede’s five (5) dimensions of national culture (Hofstede, Hofstede, & Minkov, 2010;

Minkov & Hofstede, 2011) at the individual level. The study specifically focuses on two

(2) of the ten (10) personal cultural orientations; namely interdependence and social in-

equality. These dimensions relate to collectivism and power distance or hierarchy or

egalitarian as represented in Hofstede (1984, 2011) and Schwartz (1994) models. These
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personal cultural orientations specifically concern how individuals relate with others,

hence are contributors to how entrepreneurs relate to other people in the business en-

vironment. Whereas cultures that emphasize interdependence are deemed less condu-

cive for entrepreneurship, they have been found to play certain roles in entrepreneurial

development (Tiessen, 1997; Zeffane, 2014; Zhao, Li, & Rauch, 2012).

These cultural orientations are particularly relevant to entrepreneurship because of

their relationship to social skills and behavior. Previous research has already demon-

strated that social competencies such as the ability to have quality interactions are

essential for entrepreneurial success (Baluku, Kikooma, Bantu, & Otto, 2018; Baron &

Markman, 2000, 2003; Markman & Baron, 2003). In this direction, the present study

examines whether cultural intelligence (a socio-cultural competence) mediates the

relationship between personal cultural orientations and success in self-employment in a

multiethnic context. Cultural intelligence is an important factor for behavior in multicul-

tural settings (Ott & Michailova, 2016). However, even within a given culture, there are

wider intra-cultural variations (Au, 2000; Fischer, 2006), hence cultural intelligence is also

important in such contexts. In a multiethnic context, entrepreneurs are required to adjust

their cultural behaviors so that they can do business with individuals from other ethnici-

ties. Hence, the present study particularly focuses the behavioral cultural intelligence

dimension, which concerns the ability to adapt behavior to the cultural setting (Chao,

Takeuchi, & Farh, 2017; Van Dyne et al., 2012).

Therefore, the purpose of this study is to extend entrepreneurship culture research

by examining the impact of personal cultural orientations and behavioral cultural

intelligence on subjective success in self-employment; based on assumptions that social

competencies are critical for entrepreneurial success (Baron and Markman 2003). First,

the paper examines the relationships of personal cultural orientations (interdependence

and social inequality) with subjective success (job satisfaction). Second, the paper shows

that cultural intelligence mediates the impact of these cultural orientations on subject-

ive success in self-employment. Third, the paper shows that these relationships vary

among countries based on the level of multiculturalism or multi-ethnicity.

Theory and hypotheses development
Markman and Baron (2003) propose that social competence plays an important role in

entrepreneurial success. Social competence, in the entrepreneurial field, concerns an

entrepreneur’s ability to effectively interact with others including employees, customers,

suppliers, and other stakeholders in the business. Social competence includes the ability

to read others, making good first impressions, adapting to a range of social situations

and persuasiveness (Baron and Markman 2000). The present study extends these

assumptions (theory) by suggesting that in a multiethnic setting, entrepreneurs require

to add cultural skills (cultural intelligence) to these social skills to enable them to have

effective interactions with people from other cultural or ethnic backgrounds. The paper

proposes that this is also dependent on a person’s cultural orientations.

Personal cultural orientations and self-employment

Cultural research in the field of entrepreneurship has chiefly concentrated on differenti-

ating entrepreneurial from non-entrepreneurial cultures (e.g. Hayton & Cacciotti, 2013;

Baluku et al. Journal of Global Entrepreneurship Research             (2019) 9:8 Page 3 of 22



Li & Zahra, 2012; Mueller & Thomas, 2001). The effect of the values on behavior

extends to entrepreneurial situations and activities (McGrath et al., 1992). Whereas

culture is largely studied at national or society level following Hofstede’s model, it has

been highlighted that personal level cultural values cannot be ignored. Within a given cul-

ture, individuals significantly vary in their predominant orientations (Au, 2000; Fischer,

2006). We presume that individual-level cultural values are more proximal than the

national cultural values, to a person’s behavior. Hence our focus on the individual level

cultural orientations rather than the national cultural dimensions. Moreover, personal

cultural orientations have not been widely studied in entrepreneurship research. We

therefore still develop our hypotheses based on literature related to the Hofstede model.

To enable measurement of Hofstede’s cultural dimensions at the personal, Sharma

(2010) reconstructed these dimensions into a taxonomy of 10 Personal Cultural Orien-

tations (PCOs). As a good framework for understanding how different societies deal

with social issues (Minkov and Hofstede, 2011), the Hofstede model has provided the

basis for entrepreneurial culture research in recent decades. This research has shown

that dominant cultural norms and practices have an influence on entrepreneurial activ-

ities in a given society (Autio, Pathak, and Wennberg 2013; Li and Zahra 2012; Wenn-

berg, Pathak, and Autio 2013; Tlaiss 2014; Davidsson 1995; Huggins and Thompson

2014).

At the individual level, cultural values are essential for entrepreneurs in developing,

accumulating and using cultural and human resource practices that enhance entrepre-

neurial performance (Chand & Ghorbani, 2011). Consequently, one’s cultural values

can, directly and indirectly, affect success via interpersonal competencies. In the follow-

ing subsections, we show how Sharma derives social inequality and interdependence

personal cultural orientations from the Hofstede model, and hypothesize about the

likely relationship of social inequality orientations and interdependence with subjective

success in self-employment.

Social inequality cultural orientation

Sharma (2010) derives the personal cultural orientation of social inequality from the

“power dimension” of the Hofstede model. In small-power distance societies, there are

minimal inequalities and interdependence; while large-power distance societies are

characterized by high levels of inequality and are polarized between dependence and

counter-dependence (Minkov & Hofstede, 2012; Mintu, 1992). However, based on the

logic that presenting power distance dimension on a horizontal and vertical axis does

not adequately show the difference in power and equality. Sharma (2010) conceptual-

izes this dimension into two personal cultural orientations: power and social inequality.

Sharma defines these orientations in line with (Schwartz, 1992, 1994) values of

hierarchy and egalitarianism. Hence, power refers to the degree of acceptance of power

differences among members of a community; while social inequality concerns the

degree of acceptance of inequality among members.

Previous research regarding the impact of power and inequality issues on entrepre-

neurship have predominantly used Hofstede model, and shows that entrepreneurial

behavior is favored in low-power distance cultures (Eroglu & Picak, 2011; Tlaiss, 2014;

Vinogradov & Kolvereid, 2010; Wennekers, Thurik, Van Stel, & Noorderhaven, 2010).
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In high Power Distance societies, power is concentrated within a small group of indi-

viduals, while the majority has limited power. This has an effect on innovative and

risk-taking behavior (Fernandez, Carlson, Stepina, & Nicholson, 1997; Sun, 2009), thus

impacting negatively on entrepreneurial behavior. However, it could also be claimed

that social inequality orientation is positively related to entrepreneurship and entrepre-

neurial success; whereby entrepreneurship is used as a platform for reducing social

inequalities in society. For example, work-family conflicts tend to push women into

business (Thébaud, 2010). In the context of social inequality, entrepreneurship is seen

as a means of empowerment to the marginalized (Al-Dajani & Marlow, 2013). This is

also in line with the thinking that entrepreneurship is a feasible solution to some of the

challenges related to social inequality, for example, in alleviating poverty (Bruton et al.

2013) and reducing unemployment (Vogel, 2015a). Moreover, in line with social

competence assumptions of Baron and Markman (2003), entrepreneurs who recognize

and value social differences among members of society are likely to have better

approaches to relate with different customers and stakeholders, which improves

customer impressions and network ties. Hence it is hypothesized that:

H1. Social inequality orientation correlates positively with subjective success in

self-employment.

Interdependence cultural orientation

The interdependence orientation is derived from the individualistic-collectivistic

dimension of the Hofstede model (Sharma, 2010); which concerns the relationship

between the person and the society; or precisely the degree of cohesiveness or looseness

of ties among individuals in a group (Franke, Hofstede, & Bond, 1991). Whereas these

appear to be two ends of a continuum, there is literature suggesting that a person may

have both individualistic and collectivistic tendencies (Oyserman, 2006). Based on these

shortfalls and the alternatives provided in the self-construal model (Markus & Kitayama,

1991) and the personal cultural values (Schwartz 1992), Sharma re-conceptualizes this

dimension into independence and interdependence orientations, which are purportedly

negatively related. Independence involves preference to act independently, freedom,

personal achievement, autonomy and strong self-concept (Sharma, 2010). Contrary, inter-

dependence involves preference to act in groups, reliance on others, attention to the

group over personal goals and collective achievement.

Research on entrepreneurship culture suggests that business is more suited to cultures

where individual rather than collective action is emphasized (Dubina & Ramos, 2016;

Huggins & Thompson, 2014). However, regarding success, Rauch et al. (2013) noted that

collectivistic tendencies are also important for the implementation of innovations.

Particularly, it has been linked to women entrepreneurship (Bullough, Renko, & AbdelZa-

her, 2013); is essential for entrepreneurial development in so-called collectivistic countries

(e.g. Zeffane 2014), and also relevant for social entrepreneurship (Pathak & Muralidharan,

2016). In relation to the social competence assumptions, interdependence is also related

to the ability to establish external ties (Tiessen, 1997). These abilities are useful for obtain-

ing external financing and marketing, which are linked to success indicators. It is

therefore hypothesized that:
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H2. Interdependence orientation correlates positively with subjective success in

self-employment.

Cultural intelligence and self-employment

In today’s highly globalized economy, few businesses are operating in a confined

uni-cultural context. Cultural diversity in all societies is increasingly inevitable, hence

entrepreneurs are increasingly engaged in cross-cultural business. Their ability to adjust

to doing business with individuals from a differing culture, or doing business in a

cultural context different from their own is therefore important. Such capability fits

with what has been labeled cultural intelligence (Earley and Peterson 2004; Crowne

2008; Earley and Mosakowski 2004; Earley 2002). This form of intelligence has been

defined as the ability to interact effectively with people from different cultures (Soon &

Linn, 2015; Tuleja, 2014); and this involves the ability to shape and exhibit appropriate

behavior in a different or new cultural setting (Thomas 2006).

Such capability is needed for the self-employed to be able not only do business in

cross-cultural settings, but also recognizing and respecting differences as well as recon-

ciling and adjusting in such situations (Earley & Mosakowski, 2004; Magnusson, West-

john, Semenov, Randrianasolo, & Zdravkovic, 2013; Rauch et al., 2013; Soon & Linn,

2015). Moreover, such capability is still important in domestic businesses (Peus, Frey,

Gerkhardt, Fischer, & Traut-Mattausch, 2009) given reduced cultural homogeneity of

communities. In the same community, individuals differ on a variety of aspects that

require cultural understanding and adjustment such as language, sexual orientation,

ethnicity, religion, social class, and political affiliation (Triandis, 2006). Thus the justifi-

cation for the studies of cultural intelligence and belief that cultural intelligence is an

interactional asset for different professionals (Erez et al., 2013; McNulty, Mackay,

Lewis, Lane, & White, 2016; Thomas, Lazarova, & Inkson, 2005; Watkins & Noble,

2016). Several components of cultural intelligence have been proposed (cf: Van Dyne et

al. 2012; Lange 2012). In the present study, we concern ourselves with the behavioral

aspects of cultural intelligence, given that this is more proximal to the behavior of en-

trepreneurs in the business space.

Cultural intelligence may be vital for the self-employed at the different stages of the

entrepreneurial activity; from the formation of self-employment intentions to opportunity

recognition, entry, and success. Existing research shows that cultural intelligence is related

to entrepreneurial intentions and performance (Jiang & Park, 2012; Magnusson et al.,

2013) including the abilities to recognize and willingness to exploit cross-national or

cross-cultural business opportunities. This is reflected in the link between cultural

intelligence and commitment to study international business (Ramsey, Barakat, & Aad,

2014) and the export performance of small business owners (Charoensukmongkol, 2016).

Cultural intelligence is also an important competency for decision making, effective team-

work, leadership, management and negotiations (Brislin, Worthley, & Macnab, 2006; de la

Garza Carranza & Egri, 2010; Earley & Mosakowski, 2004; Earley, 2002) as well as motiv-

ating creativity (Bogilović & Škerlavaj, 2016). All these are essential in the process of

managing one’s own business. Competition in the contemporary business world is no

longer localized. Therefore, a culturally diversified team is required, bringing together

different cultural resources for a team. Evidence suggests that cultural diversity within the
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business and in the operating environment does help gain and maintain competitive ad-

vantage (Groves & Feyerherm, 2011). However, the business owner needs the capability to

harness and manage such a resource.

The daily life of a self-employed or entrepreneur is by nature stressful (Baron et al., 2016).

Taking risks of investing, competition, dealing with conflicts and loss are some of the issues

that confront the self-employed person. It gets worse when operating in cultures that are

unfamiliar, or making business dealings with individuals whose beliefs and practices are dif-

ferent. The challenge arises especially if we cannot understand the intentions and behaviors

of stakeholders, which are linked to culture. With regards to this, cultural intelligence has

been found related to emotional intelligence (Crowne 2013; Earley and Mosakowski 2004;

Lin, Chen, and Song 2012), which is further an important tool for resilience and adjustment

(Houghton, Wu, Godwin, Neck, & Manz, 2012) and entrepreneurial success (Sarwar,

Nadeem, & Aftab, 2017). This increases the likelihood of succeeding in self-employment

role. It is therefore hypothesized that:

H3. Behavioral cultural intelligence is positively related to subjective success in

self-employment.

We further posit that interdependence and social inequality cultural orientations

sensitize people to the peculiarities of each social contact. Hence they enhance one’s

cultural intelligence, and consequently able to conduct business in a multi-ethnic con-

text. Whereas some scholars question the existence of a cognitive capability called cul-

tural intelligence, there is agreement that culture has influences on the development of

such individual abilities. Sternberg (2004) provides a framework in which intelligence is

culturally determined; specifically, that culture does not only influence the development

of intelligence but also the way intelligence is conceptualized and its significance. There

are a few studies that have attempted to measure the effect of culture on different

intelligence constructs. These few studies, however, demonstrate that culture indeed

has an influence on different forms of intelligence such as emotional (Gunkel, Schlae-

gel, & Engle, 2014) and cultural intelligence (Chao et al., 2017). We, therefore, would

like to test an exploratory assumption that cultural orientations are related to cultural

intelligence. Given that culture impacts both entrepreneurial success and cultural

intelligence, we would like to hypothesize that the effect of cultural orientations on

success in self-employment is partly mediated by cultural intelligence. Cultural

intelligence is a competence that increases the capability of the entrepreneur to

deal with clients of different cultural and ethnic backgrounds. In line with the as-

sumption that social competencies are related to entrepreneurial success (Baron &

Markman, 2003), we particularly propose that cultural intelligence is important for

interactional tasks of the entrepreneur, which translates into performance and con-

sequently improving subjective success. Based on the above arguments, we

hypothesize that:

H4a. Both interdependence and social inequality cultural orientations are positively

related to cultural intelligence.

H4b. Cultural intelligence mediates the effect of both interdependence and social

inequality cultural orientations on subjective success in self-employment.
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The context is essential to understanding entrepreneurship; including an understand-

ing of antecedents and outcomes (Nabi, Liñán, Fayolle, Krueger, & Walmsley, 2017;

Smallbone & Welter, 2006; Welter, 2011). We, therefore, posit that the effect of per-

sonal cultural orientation and cultural intelligence are dependent on the wider cultural

environment and the country’s development. This is also supported by Frederking

(2004) observation that the role of culture in business varies among societies. That is,

in some but not all societies, cultural values, and norms are extended to economic

activities. Nonetheless, even in societies where cultural values are separated from the

business process, the general cultural effect on character extends to entrepreneurial

behavior. This includes the perception of barriers, support mechanisms, and personal

competencies to engage in entrepreneurial activities (Migliore, 2011; Shinnar, Giaco-

min, & Janssen, 2012); development and usage of social capital (Chand & Ghorbani,

2011). In addition, values are closely linked to social and political circumstances

(McGrath et al., 1992); which have implications for self-employment (Gindling and

Newhouse 2014). It is therefore expected that the direct effects of personal cultural

values on subjective success in self-employment vary among countries given the differ-

ences in social, political and economic conditions; which factors may also affect the

degree to which cultural values are applied to economic behavior. Keeping note that

cultural intelligence is a competence that particularly enables individuals to interact

with people from other cultural backgrounds (Earley & Mosakowski, 2004; Earley,

2002; Soon & Linn, 2015), it is also expected that the indirect effects of personal

cultural orientation on subjective success via behavioral cultural intelligence also differ

among countries, depending on the level of multiculturalism or multi-ethnicity of the

business context. Most communities in East Africa are multiethnic and multi-linguistic.

For example, Uganda has over 40 native ethnic groups (Naluwooza, 2017). Moreover,

business hubs tend to have a greater collection of most ethnicities and languages. On

the other hand, the comparison country, Germany is more homogeneous in terms of

culture and language. In addition, East Africa is predominantly a collectivistic society,

where interdependence is highly valued (Baluku, Bantu, & Otto, 2018). On the

contrary, Germany has a high individualistic orientation (Guess, 2004). These are likely

to affect the utility of interdependence and cultural intelligence in entrepreneurial

activities. It is therefore hypothesized that:

H5a. The direct effects of interdependence and social inequality cultural orientations

on subjective success in self-employment are higher for East Africa than for Germany.

H5b. The indirect effects of interdependence and social inequality cultural orientations

on subjective success in self-employment via cultural intelligence are higher for East

Africa than for Germany.

Methods
Participants

We conducted a cross-sectional survey in East Africa (Uganda and Kenya) and

Germany. Data was collected from a convenient sample comprising of 367

self-employed individuals. The East African sample was recruited from the provinces of

Kisumu and Kisii in Kenya; and the Central region of Uganda through different
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business forums including meetings, workshops, and seminars. Some were reached at

their business premises. This resulted into 283 (143 females, 140 males) fully com-

pleted surveys in a period of four months. Germany participants were recruited

through online forums for self-employed (in the Marburg-Biedenkopf area). This

resulted in 84 responses (44 females, 40 males). Overall, participants’ ages ranged

from 17 to 79 years, but the majority were young (M = 26.66, SD = 8.04) and had

obtained at least a bachelor degree (50.3%).

Measures

The Personal Cultural Orientations (PCO) scale (Sharma, 2010) was used. The PCO is a

40-item instrument measured on a 7-point Likert scale (ranging from 1 = strongly

disagree to 7 = strongly agree). In the present study, only 8 items relating to interdepend-

ence and social inequality orientations were used. The reliability (Cronbach α) for the

sub-scales were .88 for interdependence and .80 for social inequality. Sample items are: I

feel good when I cooperate with my group members (interdependence), and Unequal

treatment for different people is an acceptable way of life for me (social inequality).

Cultural Intelligence

Van Dyne et al. (2012) Expanded Cultural Intelligence Scale (E-CQS) was adopted. The

E-CQS is an expanded version of the Cultural Intelligence Scale (CQS) (Ang et al., 2007).

The instrument comprises of 37 items measured on a 7-point Likert scale (ranging from 1

= strongly disagree to 7 = strongly agree). The scale focuses on eleven (11) sub-dimensions

and four (4) dimensions of cultural intelligence; cognitive, meta-cognitive, motivation and

behavioral. In the present study, we only measured the behavioral dimension (9 items) and

observed high reliability, α of .94. A sample item is “I change how I make requests of others

depending on their cultural background”.

Subjective Success in Self-employment

The economic perspectives promote the objective measures of success, that is, in terms

of financial performance and other objectively verifiable economic parameters. On the

other hand, there is increasing recognition that subjective measures that may not

necessarily be economic also matter (Baron et al., 2016; Fisher, Maritz, & Lobo, 2014;

Staniewski & Awruk, 2018). We, therefore, focus on subjective measures, and specific-

ally, job satisfaction. Job satisfaction is recognized as an effective measure of subjective

success, which represents the psychological domain of success (Dijkhuizen, Gorgievski,

van Veldhoven, & Schalk, 2016; Staniewski & Awruk, 2018). In the present study, we

adopted 11 items from the revised and shortened Minnesota Job Satisfaction Question-

naire (see items in Hirschfeld, 2000) measured on a 5-point Likert scale (ranging from

1 = strongly disagree to 5 = strongly agree); which yielded a good Cronbach’s alpha

coefficient of .86. A sample item is: I am satisfied with the feeling of accomplishment I

get from the job.

Statistical analyses

Regarding cultural orientations, individual-level analyses were used in line with our focus

on personal cultural orientations as proposed by (Sharma, 2010) in his reconceptualization
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of Hofstede dimensions of national culture (Hofstede, Hofstede, & Minkov, 1991; Hofstede,

1984). We also examined the differences among countries regarding the impact of personal

cultural orientations on cultural intelligence and success. Hence a moderated mediation re-

gression analysis was applied using Process macro for SPSS (Hayes, 2015) Model 8. The

model tests for direct, indirect, moderated direct and moderated indirect effects concur-

rently in one regression model. Sample bootstrapping (bootstraps set at 5000) was also ap-

plied, which is considered an appropriate approach to making inferences about indirect and

moderated effects (Hayes, 2015). In all the models, we controlled for the effects of age, sex,

and level of education.

Results
The means, standard deviations, Cronbach’s alpha (α) coefficients and correlations of

control and study variables are presented in Table 1. Results relating to all hypotheses

are presented in Table 2. Given the strong associations between the study variables,

multicollinearity diagnostics were made. Results showed that the highest Variance Infla-

tion Factor (VIF) was 2.22 and tolerance of .45; which are within acceptable ranges of

< 10 for VIF and > .20 for tolerance (Field, 2009).

The results in Table 2 show that both cultural orientations; social inequality (B = .40,

p <. 001) and interdependence (B = .29, p <. 01), related positively to entrepreneurial

subjective success (measured in terms of job satisfaction), thus H1 and H2 are sup-

ported. Similarly, interdependence orientation (B = .72, p <. 001) and social inequality

orientation (B = .52, p <. 001) were positively related to behavioral cultural intelligence,

supporting H4a. H3 predicts that behavioral cultural intelligence is positively related to

subjective success. As shown in both models A and B in Table 2, this hypothesis is

supported (Figs. 1, 2, 3).

Hypotheses 4b, 5a and 5b regard the indirect effects as well as the conditional direct and

conditional indirect effects of personal cultural orientations on subjective success in

self-employment through cultural intelligence, contingent on country, in a manner that

indirect effects of success will be positive and higher for self-employed from East Africa

given the multiethnic business environment. Two regression models were calculated, one

for each personal cultural orientation. Results in Table 2 (model A) show significant inter-

active effects of interdependence orientation and country on behavioral cultural intelligence

Table 1 Descriptive statistics and variable inter-correlations

Variables M SD 1 2 3 4 5 6 7 8

1. Country (East Africa = 0, Germany =
1)

.23 .42 1

2. Age 26.66 8.04 .64*** 1

3. Sex (Female = 0, Male = 1) .50 .50 .01 .10 1

4. Education (no degree = 0, degree =
1)

.50 .50 .11* .21*** .17** 1

5. Interdependence 5.38 1.39 −.71*** −.56*** −.02 −.12* .88

6. Social inequality 4.80 1.33 −.67*** −.42*** −.05 −.19*** .30*** .80

7. Behavioral cultural intelligence 5.50 1.00 −.40*** −.32*** −.04 .01 .59*** .39*** .94

8. Subjective success (job satisfaction) 3.96 .88 .02 .05 −.14** −.01 .49*** .47*** .62*** .86

*p < .05, **p < .01, ***p < .001
Cronbach α coefficients in italics in the diagonal column
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Table 2 Moderated mediation analyses of effect of cultural orientations on subjective success (job
satisfaction) through behavioral cultural intelligence

Variables A. Effects of interdependence orientation B. Effects of social inequality orientation

Behavioral CQ Subjective success (JS) Behavioral CQ Subjective success (JS)

B SE B SE B SE B SE

Constant 5.34*** .29 1.48** .17 5.37*** .32 1.46*** .35

Age −.01 .01 .02 .01 −.01 .01 .02 .01

Sex −.03 .08 −.20** .07 .11 .08 −.07 .07

Education .16* .08 −.06 .07 .26** .09 .03 .07

Country −.04 .19 .52*** .14 −.53* .26 .40* .17

Interdependence .72*** .04 .29** .08

Interdependence ×
Country

−.67*** .09 −.31** .11

Social inequality .52*** .04 .40*** .05

Social inequality ×
Country

−.69*** .10 −.56*** .08

Behavioral CQ .38*** .08 .35*** .05

R2 .56 .44 .41 .54

F 106.21*** 26.12*** 57.64*** 37. 18***

Conditional direct effects

Levels of the moderator Effect Boot
SE

LLCI ULCI Effect Boot
SE

LLCI ULCI

East Africa .36 .10 .16 .56 .52 .06 .40 .65

Germany .06 .07 −.08 .19 −.03 .05 −.13 .08

Conditional indirect effects

Levels of the moderator Effect Boot
SE

LLCI ULCI Effect Boot
SE

LLCI ULCI

East Africa .33 .06 .21 .45 .23 .03 .18 .30

Germany .08 .04 .02 .16 −.01 .03 −.07 .06

Index of moderated mediation

Mediator Index Boot
SE

LLCI ULCI Index Boot
SE

LLCI ULCI

Behavioral CQ −.20 .08 −.36 −.06 −.24 .05 −.35 −.16

Note:
N = 367
* p < 0.05, **. p < 0.01, ***. p < 0.001
CQ cultural intelligence, A Model A, B Model B

Fig. 1 Moderated mediation effects of interdependence orientation on success through behavioral
cultural intelligence
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(B = −.67, p < .001) as well as on subjective success (B = −.31, p < .01). These effects are visu-
alized in Figs. 2 and 3, which show that both behavioral cultural intelligence and subjective

success were higher for East African participants and were highest at a high level of inter-

dependence orientation. On the other hand, behavioral cultural intelligence and subjective

success were lower and almost the same across levels of interdependence orientation for

the German participants. Results in Table 2 (model B) further show significant interactive

effects of social inequality orientation and country on behavioral cultural intelligence (B =

−.69, p <. 001) and subjective success (B = −.56, p <. 001). The conditional direct and condi-

tional indirect effect show that interactive effects were positive and significant for the East

African sample, but negative and rather marginal for the German Sample. For East African

sample, behavioral cultural intelligence and subjective success were highest at high levels of

social inequality orientation (see Figs. 5 and 6). These conditional effects provide support

for H5a and H5b (Figs. 4, 5, 6).

Process macro model 8 computes an index of moderated mediation, which represents

the slope of the line relating the indirect effects to the conditioning variable (Hayes,

2015). The index of moderated mediation was significant for model A (index = −.20, CI
= −.36 to −.06). Hence, the effects of interdependence orientation on subjective success

were mediated by cultural intelligence; and moderated by country. Conditional indirect

effects for this model reveal that mediation occurred for both East African sample (B

= .33 CI = .21 to .45) and German sample (B = .08, CI = .02 to .16). Regarding effects of

social inequality orientation on subjective success through behavioral cultural orienta-

tion and conditioned by country; the index of moderated mediation was significant

(index = −.24, CI = −.35 to −.16). However, the conditional indirect effects were only

significant for the East African sample (B = .23, CI = .18 to .30). Therefore, mediation

did not occur for the German sample. These findings further lend support to H4, H5a,

and H5b and the general moderated mediation model.

Discussion
The present study was aimed at examining the association between personal cultural

orientations, behavioral cultural intelligence and subjective success in self-employment.

The study particularly focuses on interdependence and social inequality orientations. In

Fig. 2 Effects of interdependence orientation on behavioral cultural intelligence
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line with literature on the usefulness of social competence in entrepreneurship (Baron and

Markman 2000, 2003), the social skills of entrepreneurs are important. They play a role in

determining the quality of interactions of the entrepreneur with his or her social environ-

ment, therefore, directly and indirectly, affecting success in entrepreneurial activities.

In this direction, Results of H4a reveal that both interdependence and social inequality

orientations are positively related to behavioral cultural intelligence. Interdependence

cultural orientation regards an individual’s tendency to value interpersonal reliance and

collective action. Similarly, social inequality orientation concerns the acceptance of social

differences (Sharma, 2010). Consequently, these orientations sensitize individuals to differ-

ences among people as well as how to relate to others. In a multiethnic context where

individuals value differences, yet relying on each other, individuals are likely to grow up

appreciating cultural differences and yet facilitating the development of the ability to relate

with people from various cultural and social backgrounds.

Results concerning H1, H2, and H3, show that interdependence, social inequality, and

cultural intelligence were positively related to subjective success in self-employment.

The sense of this can be derived from the study context with specific reference to the

East African participants. Particularly for less developed countries, individuals are likely

to assess their success in self-employment mostly in terms of how their ventures are

Fig. 3 Effects of interdependence orientation on subjective success (job satisfaction)

Fig. 4 Moderated mediation effects of interdependence orientation on success through behavioral
cultural intelligence
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enabling them to achieve their life goals and responsibilities. Some of such goals and

responsibilities are premised on interdependence values; for example, the need to meet

the survival needs of the family and providing employment for family members. In this

direction, coupled with high unemployment rates, self-employment may be motivated

by the need to ensure sustained household income, rather than the accumulation of

wealth (Eijdenberg, 2016), which then provides the basis for evaluating their success.

Therefore, although the competitive and winning mentality is useful for objective

success (Giazitzoglu & Down, 2017; Hamilton, 2000), the ability to meet social respon-

sibilities and other non-economic goals are essential in achieving subjective success. In

addition, our results also support previous findings that collectivism is also important

for entrepreneurial development in some contexts (e.g. Zeffane 2014). They also provide

support for the claim that interdependence or collective action is important to entrepre-

neurship during the implementation phases (Rauch et al., 2013), hence essential for success.

Concerning the mediation effects, results of H4b reveal that the effects of inter inter-

dependence and social inequality orientations on subjective success (job satisfaction) in

self-employment are mediated by behavioral cultural intelligence. From this finding, it

is posited therefore that behavioral cultural intelligence is one of the important social

competencies that are resourceful for successful self-employment, especially in making

individual-level cultural values relevant to business situations. Effects of personal

cultural orientations on subjective success in self-employment are enhanced by or

implemented through cultural intelligence. However, on a general level, the literature

shows that some cultural orientations increase cultural intelligence, while others reduce

it (Chao et al., 2017). We observe that the orientations measured in this study, inter-

dependence and social inequality, are positively correlated to behavioral cultural

intelligence. This aspect of cultural intelligence is directly relevant to behavior during

business transacting. Existing research shows that motivational cultural intelligence is,

for example, associated with amount of cultural sales (Chen, Liu, & Portnoy, 2012). An

individual with higher cultural intelligence is more likely to have higher sales to people

of different cultures or from different groups. In the contemporary globalized business

environment, this might be important for boosting business sales, hence enhancing

Fig. 5 Effects of social inequality orientation on behavioral cultural intelligence
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chances of success; and the overall job satisfaction of the self-employed. The present

study shows that this is also important to multiethnic, multi-lingual business contexts,

in comparison to doing business in relatively culturally homogenous contexts.

The relevance of a particular cultural orientation to success in self-employment or other

business related activities is further dependent on the economic and social context. The

results of the moderated mediation revealed that both direct and indirect effects of

cultural orientations on success vary among countries (H5a and H5b). The study findings

reveal interdependence and social inequality orientations relate positively to subjective

success in self-employment in East Africa. But this was not true for Germany, where

people tend to value independence more than interdependence (Mintu, 1992). Similarly,

the indirect effects were higher for the East African sample than for the German sample;

which is also an indication of wide social class gaps in the East African communities com-

pared to Germany. These results justify the assumption that differences in social class are

important for entrepreneurship. Whereas literature shows that social class is beneficial

only for those in the higher socio-economic group (Anderson & Miller, 2003) in a sense

that their high-class networks and access to capital enable them to succeed. On the other

hand, in a world marked by high corruption and inequality in job distributions, those in

the disadvantaged group view self-employment as a feasible alternative to obtaining mean-

ingful employment, as well as an opportunity to improve their social status. This, there-

fore, explains the positive relationship between social inequality orientation and subjective

success in self-employment in the East African sample.

Our findings also re-affirm the importance of social competence in entrepreneurial suc-

cess (Baron and Markman 2000). Relational competencies are particularly essential for man-

aging small-scale enterprises in developing countries (Baluku, Kikooma, & Kibanja, 2016a)

but also in multiethnic contexts. The quality of relations of the entrepreneur with significant

others affects the ability to obtain funding, credit facilities, participating in entrepreneurial

promotion forums, and capital resources. Previous evidence, for example, shows that some

self-employed start or sustain businesses with resources provided by friends and family

members (Baluku et al., 2016b; Orobia, Sserwanga, & Rooks, 2011). These demonstrate the

value of interdependence in self-employment in less developed countries.

Fig. 6 Effects of social inequality orientation on subjective success (job satisfaction)
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Moreover, business transactions quite often occur in a social context (Gedajlovic,

Honig, Moore, Payne, & Wright, 2013). This context involves the self-employed person

interacting with several people including suppliers, customers, employees, and inves-

tors. The quality of relations with each of these contributes directly or indirectly to

success. In low socio-economic communities, the quality of social relations with stake-

holders plays extra important roles, such as obtaining interest-free (or low-interest)

loans and donations for starting-up a self-employment business. In the context of sell-

ing, the seller-buyer relationship is crucial to the success of the business (Villena,

Revilla, & Choi, 2011). In a multi-ethnic context such as that of Uganda and Kenya, re-

lational capital is partly constituted by the ability to successfully interact with people

from other ethnic groups, thus highlighting the importance of cultural intelligence. The

principal contribution of social-cultural competencies such as behavioral cultural

intelligence is that it enables the business to attract and retain customers, suppliers,

and network with people from other groups; which is facilitated the ability to interact

effectively with individuals from other ethnic and linguistic backgrounds.

Conclusion
To test the hypotheses of this study, survey data was collected from 367 participants

from East Africa and Germany, who were mostly young individuals. Job satisfaction is

used as a proxy measure of subjective success in self-employment. The assumption is

that successful entrepreneurs show higher job satisfaction than less successful ones.

Self-employment is increasingly becoming a popular form of employment.

Whereas for the old people, self-employment is a way of remaining productive and

earning money after retirement; for the young ones, it is a feasible form of em-

ployment, hence a path to successful career life. With the predictions of increasing

unemployment, it is imperative that self-employed are supported to succeed and

remain in self-employment. This is not only noble in the sense that it increases

entrepreneurship and economic development, but also can attract more individuals

to this career path. Hence, the present study has practical implications for the

promotion of successful entrepreneurship in less developed countries. It is posited

that developing the relational resources, including cultural values that enhance

cooperation in business, are critical to entrepreneurial success in less developed

and collectivistic cultures.

Theoretically, the present study builds on a growing body of knowledge about the

role of culture in entrepreneurial success to reaffirm that the so-called less entrepre-

neurial cultures are not necessarily bad for entrepreneurship. Their usefulness depends

on the context. Cultural orientations such as interdependence and social inequality

facilitate the development of cultural and social competencies that are for ex-

ample useful in accumulating social and relational capitals, in turn, increase the

likelihood of entrepreneurial success. In addition, the findings of the present

study highlight the need to focus beyond financial dimensions of entrepreneurial

success, especially in the discourse of entrepreneurial success in less developed

countries. Many entrepreneurs in such countries are likely to be motivated by the

need to generate adequate funds to finance their families’ day-to-day basic needs,

rather than amassing wealth.
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Limitations and directions for further research

The study has some shortcomings. Self-employment success was measured in terms of

job satisfaction only. Whereas a focus on subjective success has been advocated for, fo-

cusing on both objective and subjective success indicators is likely to generate more ro-

bust findings. Additionally, cultural orientations and cultural intelligence impact on

entrepreneurs’ behaviors (Abdul Malek & Budhwar, 2013; de la Garza Carranza and

Egri, 2010; Krueger et al., 2013; Mueller & Thomas, 2001) that also have connotations

for objective outcomes of self-employment. It is also probable that culture and cultural

intelligence could have more impact on objective than subjective success. Future

research can further investigate the effects of personal cultural orientations and cultural

intelligence on both objective and subjective success. It could be essential to study dif-

ferent aspects of success including entrepreneurial performance, firm growth, and prof-

itability. Moreover, studying the effects of each factor of cultural intelligence might

contribute to the literature and important for self-employment support programs.

Measurements were also based on self-reports, whereby participants are prone to inflate

ratings of their perceived success. Moreover, the study was cross-sectional focusing pre-

dominantly on young self-employed individuals in East African and Germany. The two

countries differ significantly in the development level, and therefore also differ in entre-

preneurship levels; including the nature of entrepreneurship (opportunistic versus neces-

sity entrepreneurship). These difference could be contributing to the observed differences

between East African and German samples. The sample also comprised of mostly young

individuals. Therefore, caution has to be taken when generalizing results of the present

study to the population of older self-employed persons, and to the self-employed in other

countries.

One question for future research arising from our findings is whether the so-called

entrepreneurial culture is universal, or is defined by the development context. Extant

literature on entrepreneurial culture emphasizes cultural dimensions such as masculin-

ity, individualism and long-term orientation (Hamilton, 2000; Hamilton, 2013; Hofstede

& Minkov, 2010) highlighting the motivations for entrepreneurial action to include the

need for accumulating wealth and self-centeredness. Results of the present study,

however, suggest that interdependence, appreciation of social inequalities in society and

the ability to interact with people from different ethnic backgrounds are important as

well. In the context of low-income countries with limited development opportunities,

and corruption in the recruitment process, individuals in low social class may lose hope

in finding salaried employment; hence self-employment is the most available opportun-

ity to earn income and improve one’s social status. Achieving these are important for

their job satisfaction or their evaluation of subjective success.
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