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Abstract Companies operating across borders face greater challenges in ensuring 
compliance with company strategy in different cultural contexts. Recent research shows 
the cognitive and emotional benefits of utilizing visual representations of knowledge in 
organizations. This study aims to test if mapping a corporate strategy visually can 
improve attitudes toward firm strategy and the intention to comply with it. An 
experiment is conducted comparing two knowledge maps to a textual version of the 
same company strategy. In order to measure attitudes toward the strategy, a scale was 
developed and tested in Europe and China. The study outcome provides a parsimonious 
and effective tripartite scale of attitude with cognitive, affective and behavioral 
components. The scale was then applied to a different sample to test the effect of 
mapping a company strategy visually on attitude toward the strategy, and to test if the 
effect is persistent in Europe and China. The results of the experiment show that 
subjects exposed to the visual conditions had significantly more positive affective and 
cognitive attitudes toward the content. 
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1 Introduction 
 
Top managers spend considerable time and resources in the development of corporate 
strategies. However, even the best corporate strategy does not guarantee that employees 
will comply with it. The most frequently observed problem which impedes strategy 
implementation is communication (Alexander, 1985; Peng & Littlejohn, 2001). In order 
to implement company strategy, employees must be familiar with it, understand it, and 
be convinced by it. The buy-in of employees is fundamental for reaching corporate 
goals. A pre-requisite for this is a clear and engaging communication of the strategy. 
This pervasive problem is accentuated in large organizations which operate in diverse 
cultural and linguistic contexts. Typically, corporate strategy is communicated in a 
textual format through a bulleted list of corporate objectives. Oftentimes it is conveyed 
as a presentation in slides with bullet points. How can the communication of a corporate 
strategy be enhanced?  

Research shows that images, sketches and visual representations of knowledge 
have positive effects on understanding, recall, attitude and engagement (Paivio, 1986). 
The so called picture superiority effect of images over text has been widely 
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acknowledged (Snodgrass & Vanderwart, 1980) and used in education (O’Donnell, 
Dansereau & Hall, 2002; Suthers, 2005) and communication (Sojka & Giese, 2006). In 
particular, in management science we are witnessing a rising interest in visual practices, 
ranging from timelines (Yakura, 2002), process maps (Fenton, 2007), strategizing 
(Platts & Tan, 2004), problem solving (Tversky, 2005) and meeting facilitation (Eppler 
& Burkhard, 2005). In advertising, photographs and appealing images are used to speak 
to the “heart” of consumers: in fact pictures are more effective than textual or verbal 
messages in evoking emotions and changing attitudes (Ray & Batra, 1982; Mitchell, 
1986; Messaris, 1997).  Although the emotional power of images is a consolidated 
finding in the fields of visual communication and advertising, the effect of visual 
representation of knowledge (that is, mapping textual information visually) on attitudes 
has rarely been addressed.  

Pictures and drawings can be used in combination with text for conveying 
multimodal messages, which have the potential to exploit both visual and verbal 
processing channels (Paivio, 1969). Mapping text visually is often addressed with the 
words “diagram” or “knowledge maps”, although these are only subsets of all the 
potential visual representations of knowledge which exist. Visual mapping, and in 
particular knowledge visualization refers to “mapping concepts graphically, by 
structuring text and visuals in a meaningful way. Visual representations are used to 
organize information and concepts in order to convey knowledge, to amplify cognition 
and to enhance communication. Examples include conceptual diagrams, knowledge 
maps, visual metaphors and sketches.” (Bertschi, Bresciani et al., 2012).  

In this research, we propose to study whether a visual representation of corporate 
strategy, compared to a classic textual format, can improve attitudes toward the strategy 
and the intention to comply with it. Because companies operate worldwide, we also aim 
to test the effect of culture on representational format, comparing Asia and Western 
countries. It is relevant to compare cultures with very different thought patterns such as 
the West and Confucian Asia (Nisbett, 2005). According to the Geography of Thought 
(Nisbett, 2005), East Asians reasoning patterns are based on relationships and put a 
greater emphasis on context, compared to Westerners who favor abstraction and 
categorizations. In fact, societal culture is known to have a relevant effect on 
management (Adler, 1983), entrepreneurship (Zhao, Li & Rausch 2012) and 
communication (Samovar, Porter, & McDaniel, 2011). 

A cross-cultural study has the potential to inform the academic community 
regarding the global applicability of visualization principles often deemed universal. 
Recent studies show that the reception and interpretation of visual information varies in 
the West and in Confucian Asia (Nisbett, 2003; Eppler & Ge, 2008; Bresciani, 2013). 
Psychology scholar Richard Nisbett identified a number of fundamental differences in 
the reception and interpretation of visualizations between East Asians and Americans, 
which are attributed to different philosophical traditions dating back thousands of years: 
while Confucius emphasized relationships and the relevance of context, ancient Greek 
philosophers prized rules and abstract categorizations. The Geography of Thought 
principle proposed by Nisbett finds confirmation in several studies comparing 
Americans with Chinese, Japanese and Koreans (Nisbett, 2003; Masuda & Nisbett, 
2006). These studies found that East Asians group visual elements based mainly on 
similarity, compared to Westerners who group visual items mainly based on abstract 
categories. Additionally, in a complex visual scene, Westerners focus mainly on the 
central and larger objects, while Asians look at the entire context. The concept of the 



Geography of Though finds confirmation also in business contexts: in a study 
comparing the grouping preferences of business diagrams across cultures (Eppler & Ge, 
2008), it was found that Chinese business students clustered the visual stimuli based on 
their similar visual characteristics, while European subjects predominantly grouped 
diagrams based on their purpose (Eppler & Ge, 2008).  

As Nisbett’s theory of the Geography of Thought has proven solid to predict 
cross-cultural preferences related to visual stimuli, it is deployed as the theoretical 
underpinning of this study. In particular, two visual representations are compared, to 
test if East Asian preference for holistic and associative thinking is reflected in a 
preference for content represented in holistic visuals based on associations (such as 
visual metaphors) compared to more analytic diagrams. 

The core research question of this study is the following: can a visual 
representation of the organizational strategy of a company be conducive to a more 
positive attitude toward the strategy across culture?  

The question is investigated through a lab experiment assessing subjects’ 
attitude toward company strategy, displayed in three conditions: a visual metaphor, a 
diagram (in the form of a timeline) and a control condition. Two visual conditions are 
utilized to discern the effect of visual mapping in general, from the effect of a 
culturally-specific visualization format. 
The results of the experiment promise to inform the academic community regarding the 
extension of theories of visual representations to the context of strategy communication, 
and to address cross-cultural differences in the reception of visual representations. 
Managers and consultants should be particularly interested in learning about innovative 
and effective methods for strategy communication to improve employees’ attitude 
toward company strategy. 

In order to conduct this study we developed a scale of attitude toward the 
strategy. To ensure the cross-cultural validity of the scale, it has been tested separately 
in Europe and China. The result is a cross-culturally reliable tripartite scale of attitude 
(with cognitive, affective and behavioral components) toward a company strategy. The 
scale has been validated on over one hundred subjects in Europe and China. The 
experiment has been conducted on a different sample (N=102). Results show that the 
scale is reliable and that mapping the strategy visually improves the positive affective 
and cognitive attitude toward it. 

The remainder of this paper is organized as follows: the development and testing 
of the scale is reported in the next section. The third section focuses on the experimental 
study, explaining the experimental design, and characterizing the sample and the results. 
The last section concludes with implications for theory and practice, and directions for 
future research. 
 
2 Scale Development and Testing 
 
In order to measure the effect of knowledge visualization on attitude, a scale of attitude 
toward the strategy must be employed in the experiment. Although attitude is a widely 
discussed measure in psychology, specific and parsimonious scales regarding strategy 
are not available, to the best of our knowledge. We therefore have specifically 
developed a  scale for this purpose and tested it on subjects in Europe and in China, to 
ensure the cross-cultural validity of the scale.  



Attitude is defined as “a psychological tendency that is expressed by evaluating 
a particular entity with some degree of favor or disfavor” (Eagly & Chaiken, 1993: 1). 
Rosenberg and Hovland (1960) propose a model of attitude which specifies three 
components: Affect, Behavior and Cognition, also known as the ABC model. In this 
model, the letter A stands for Affect, which is the component of attitude that encodes 
emotions. The letter B refers to Behavior: this component focuses on the attitude toward 
action and implementation. Finally the letter C stands for cognitive attitude, which is 
conceived as the more rational component related to beliefs. Similarly, later researchers 
define attitude as having a cognitive and an emotional component, and posit that these 
components predict behavioral intention (Ajzen, 1991).  

The specific hypotheses of this study concern the effect of visualization on 
attitude toward the strategy, and the interaction of visual representation and culture. In 
particular, based on the aforementioned literature we posit that: 

H1. Representing the corporate strategy visually has a positive effect on the 
cognitive, affective and behavioral component of attitude toward the strategy compared 
to a textual representation. 

H2. The impact of representing the corporate strategy visually on attitude is 
different in East Asia and in Europe. 

 
Thus a scale needed to be developed to address these three components: 

cognitive attitude, affective attitude and behavioral intention. We developed a list of 
items for each component of attitude, based on seminal studies on attitude (Allport, 
1935; Ajzen, I., 1984; Ajzen, 1991). We compiled a comprehensive list of questions 
from extant literature on attitude (Bagozzi, 1981; Ajzen, I., 1984; Weber, Blais & Betz, 
2002): the resulting list of items was too large to be conveniently used in professional 
settings, and therefore we carried out a reduction process aiming to reach a maximum 
number of 4 questions for each of the components of attitude, based on the recurrence of 
those concepts in existing scales and literature, and their relevance for the strategy 
context. The wording of the resulting items was then adapted to the specific context of 
strategy. For each question, the possible answer is given on a 7 point Likert scale 
(ranging from absolutely agree to absolutely disagree). 
 
2.1 Methodology 
 
The list of 12 questions (4 questions for each component: cognitive, affective and 
behavioral) was tested on 102 subjects. The answers were analyzed by extracting factors 
with Eigenvalues above 1, and then analyzing the reliability of each single component 
(Cronbach alpha) and the correlation matrix of the items. 

Since the goal of the study was to develop a scale which is suitable both in 
Europe and China, the sample was composed of 51 subjects in Europe and 51 in China, 
college students in Switzerland and Beijing, respectively. Subjects were exposed to 
representations of strategies and then asked to fill in a questionnaire which contained 
the attitude questions plus control questions regarding their demographic data, 
understanding, familiarity with the content and with the representational format. They 
were allowed up to 20 minutes to answer all questions. The demographic variables of 
the Swiss and Chinese samples were comparable, with a mean age of 22. Most subjects 
were studying business related topics. The questionnaires were analyzed separately for 



Europe and China, to test if the scale and the understanding of each item worked in both 
cultural context (Harkness, Van de Vijver & Mohler, 2003). 

2.2 Results 

2.2.1 Chinese sample 
First, we conducted a Principal Component Analysis of all the questions: as can be seen 
in Table 1, three factors emerged with Eigenvalues above the recommended threshold 
of 1. The total variance explained by these 3 factors is 68%. This is a positive result; 
thus, we then examined if the questions loaded on the predicted factors. Table 2 shows 
that all items load on the correct factor except for the first question of the behavioral 
component (abbreviated in “Behavior 1” in the table). The remaining questions load on 
the correct factors with values above the recommended threshold of 0.6, with the 
exception of the fifth question (Affective 1) which has a slightly lower value. 
 

Componen
t 

Initial Eigenvalues 

Total 
% of 

Variance 
Cumulative 

% 
1 5.528 46.069 46.069 
2 1.465 12.210 58.280 
3 1.176 9.799 68.079 
4 .754 6.284 74.362 
Extraction Method: Principal Component Analysis. 

Table 1 
 

 
Component 

1 2 3 
Cognitive 1 .338 .602 .156 
Cognitive 2 .172 .871 .142 
Cognitive 3 .312 .854 .186 
Cognitive 4 .028 .681 .483 
Affective 1 .392 .318 .552 
Affective 2 -.006 .148 .764 
Affective 3 .277 .214 .707 
Affective 4 .135 .074 .779 
Behavioral 1 .292 .294 .507 
Behavioral 2 .907 .212 .064 
Behavioral 3 .830 .177 .209 
Behavioral 4 .825 .260 .268 
Extraction Method: Principal Component Analysis.  
 Rotation Method: Varimax with Kaiser Normalization. 

Table 2 

Subsequently each component was analyzed separately for the reliability of the 
scales. The Cronbach alpha for the cognitive component of attitude (4 items) for the 
Chinese sample is: 0.829. This value is satisfactory and well above the suggested 
threshold of 0.7.  Since the aim of this study is to develop a new scale, it is worth 



investigating if all the items are relevant for the scale. The results indicate that if the 
first item was deleted, the Cronbach alpha would rise to 0.854. 
 The Cronbach alpha for the affective component of attitude (4 items) is: 0.759. 
This result indicates that the scale works well. All the items seem relevant for 
constructing the scale. The scale of the behavioral component of attitude has a Cronbach 
alpha of 0.836 (with 4 items), which is a very satisfactory value. Through a deeper 
analysis we discovered that the first item of the scale has a low correlation with the 
remaining items (0.409), and if that item was deleted the Cronbach alpha of the scale 
would rise to 0.892. This indicates that the first item should be eliminated because, not 
only does it load onto a different factor than expected, but it is also not related to the 
other items on the scale. 
2.2.2 European sample 

We then evaluated the European sample with the same methodology, to assess the 
cross-cultural validity of the scale. The Principal Component Analysis shows that again 
3 factors are extracted with Eigenvalues above 1 (Table 3). The results of the rotated 
components (with Varimax rotation; see Table 4) show that the items load onto the 
expected factors, except for the first item of behavioral component of attitude. These 
results are consistent with the Chinese sample, indicating that item 9 should be 
eliminated. The analysis also showed that the first item of the cognitive component of 
attitude loads onto the wrong factor (behavioral component of attitude) for Europeans, 
and should therefore be eliminated. 

 

Componen
t 

Initial Eigenvalues 

Total 
% of 

Variance 
Cumulative 

% 
1 6.345 52.875 52.875 
2 1.334 11.114 63.989 
3 1.190 9.913 73.902 
4 .635 5.293 79.196 
Table 3 
 

 
Component 

1 2 3 
Cognitive 1 .281 .614 .448 
Cognitive 2 .012 .258 .820 
Cognitive 3 .257 .267 .809 
Cognitive 4 .280 .230 .696 
Affective 1 .599 .465 .087 
Affective 2 .785 .355 .032 
Affective 3 .818 .356 .110 
Affective 4 .785 .019 .493 
Behavioral 1 .764 .051 .506 
Behavioral 2 .101 .786 .287 
Behavioral 3 .239 .824 .148 
Behavioral 4 .439 .671 .350 



Extraction Method: Principal Component Analysis.  
 Rotation Method: Varimax with 
KaiserNormalization. 
Table 4 
 

The Cronbach alpha values for the scale are: 0.833 for the cognitive component, 
0.855 for the affective component and 0.815 for the behavioral component. In the 
Chinese sample, if the first item of the behavioral component scale is eliminated the 
scale reliability improves. All other items are relevant to build the scale.  

 
2.2.3 Entire sample 
The final step of the scale analysis was to conduct the same tests on the entire sample of 
Chinese and Europeans, to ensure that the scale works with different cultural samples. 
The results, shown in Table 5 and 6, produced the same insights as the above analyses. 

 

Componen
t 

Initial Eigenvalues 

Total 
% of 

Variance 
Cumulative 

% 
1 6.286 52.379 52.379 
2 1.210 10.082 62.461 
3 1.075 8.954 71.416 
4 .820 6.831 78.247 
5 .486 4.048 82.294 
6 .477 3.977 86.271 
7 .430 3.581 89.852 
8 .370 3.081 92.933 
9 .287 2.394 95.327 
10 .246 2.054 97.381 
11 .186 1.552 98.932 
12 .128 1.068 100.000 

Table 5 
 

 
Component 

1 2 3 
Cognitive 1 .181 .656 .400 
Cognitive 2 -.002 .377 .710 
Cognitive 3 .290 .310 .767 
Cognitive 4 .345 .075 .768 
Affective 1 .712 .275 .109 
Affective 2 .753 .339 .110 
Affective 3 .798 .282 .106 
Affective 4 .738 .069 .511 
Behavioral 1 .749 .165 .409 
Behavioral 2 .245 .758 .287 
Behavioral 3 .320 .843 .059 
Behavioral 4 .494 .602 .304 
Extraction Method: Principal Component 
Analysis.  



 

 
Component 

1 2 3 
Cognitive 1 .181 .656 .400 
Cognitive 2 -.002 .377 .710 
Cognitive 3 .290 .310 .767 
Cognitive 4 .345 .075 .768 
Affective 1 .712 .275 .109 
Affective 2 .753 .339 .110 
Affective 3 .798 .282 .106 
Affective 4 .738 .069 .511 
Behavioral 1 .749 .165 .409 
Behavioral 2 .245 .758 .287 
Behavioral 3 .320 .843 .059 
Behavioral 4 .494 .602 .304 
Extraction Method: Principal Component 
Analysis.  
Table 6 
 

The scale items are listed in Table 7, with factor loadings on the expected facets 
reported for China, Europe and for the total sample. The first question (cognitive 
component item 1) was eliminated because it loaded onto the wrong factor for Europe 
(and for the entire sample). Question number 9 was eliminated because it did not load 
onto the correct factor for either sample, and question number 5 (affective component of 
attitude item 1) had low factor loadings for both samples, below the suggested level of 
0.6, so it was eliminated to develop a more reliable and parsimonious scale. 

The eliminated items are identified in gray in the table (Tab 7). After eliminating 
the problematic items, the Cronbach alpha of the scales are: 0.783 for the cognitive 
component of attitude (3 items), 0.823 for the affective component of attitude (3 items), 
and 0.855 for the behavioral component of attitude (3 items). The final items work well 
in both cultural contexts and provide a parsimonious yet strong scale with reliability 
well above the recommended 0.7 value for all the components.  

The developed scale is applied for testing our main research question. 
 
No. Facet Items Factor 

loadings 
China 

Factor 
loadings 
Europe 

Factor 
Loadings 
Total  

1 C1 I have always focused my attention 
while reading the strategy 

.602 .448 .400 

2 C2 The strategy is simple to understand .871 .820 .710 
3 C3 This strategy makes sense to me .854 .809 .767 
4 C4 This strategy is clear  .681 .696 .768 
5 A1 I find this strategy interesting  .552 .599 .712 
6 A2 In my opinion, this strategy is engaging .764 .785 .753 
7 A3 I find this strategy inspiring .707 .818 .798 
8 A4 This strategy is convincing .779 .785 .738 
9 B1 I am persuaded that this is a good 

strategy 
.292 .051 .165 



10 B2 If this was the strategy used in the compa   
work… 
I would commit myself to adopt it in 
my daily work 

.907 .786 .758 

11 B3 If this was the strategy used in the compa   
work… 
I would be motivated to change my 
behavior accordingly 

.830 .824 .843 

12 B4 If this was the strategy used in the compa   
work… 
I would gladly get involved in its 
implementation 

.825 .671 .602 

C: Cognitive component of attitude; 
A: Affective component of attitude;  
B: Behavioral intention 
Table 7 

3 Testing the Effect of Knowledge Visualization on Attitude  
 
3.1 Experimental Design 
 

To test the hypotheses set in Section 2, we conducted an experimental study. A 
typical textual representation of a corporate strategy (in bullet-point format) was 
compared to two visual maps of the same content with exactly the same words (Figure 
1). The difference consists in the visual background and the distribution (or mapping) of 
the text on the page. In particular, two types of knowledge representations were tested to 
discern the effect of visualization in general, from the effects of a specific visual 
representation. Two visuals are selected: a timeline (which is an abstract and linear 
representation) and a mountain visual metaphor (which is a metaphorical and more 
concrete representation). According to the Geography of Thought (Nisbett, 2003), East 
Asians should display higher preferences for metaphorical compared to abstract 
formats, and vice versa for Westerners.  

Subjects were exposed to only one of the conditions (with a between subjects 
experimental design) and were then requested to answer a questionnaire, which 
measured attitude (with the aforementioned scale), demographic and control questions 
including manipulation checks. 

 

 
Figure 1. Experimental Treatments 



 
3.2 Analysis and Results 
 
The research hypotheses were tested on a different sample composed of 54 European 
subjects and 48 Chinese subjects (total N=102) with a modal age of 21, who are college 
students in business or related disciplines, in Switzerland and China, respectively. 
Subjects were blind to the hypotheses and the conditions of the study. After the 
experiment they were offered a debriefing. 

The data was analyzed by assessing the scale, comparing the mean values per 
condition and then conducting an ANOVA to test the significance. Finally moderation 
was tested. 

The results indicate that the newly developed scale works well and the reliability 
analysis returns a Cronbach alpha of 0.834 for the cognitive component of attitude, 
0.832 for the affective component of attitude and 0.879 for behavioral intention. Table 8 
reports the means for each of the 6 conditions (3 visual representation conditions and 2 
cultural groups). To detect if the mean differences are statistically significant an 
ANOVA (Analysis of Variance) was conducted: the results, reported in Table 9, 
indicate that there is a significant positive effect of communicating firm strategy 
through a visual representation – compared to a textual format – on the cognitive and 
affective component of attitude (p < .05, two tailed). The effect on behavioral intention 
is positive but not significant (p = .179, two tailed). 
 
 
 
 
 Condition Cognitive Affective Behavioral 
Europe Control Mean 3.9630 3.0351 3.2807 

Std. Deviation 1.51 1.18 1.23 
Diagram Mean 4.4510 3.3725 3.9412 

Std. Deviation 1.43 1.41 1.25 
Metaphor Mean 4.8148 3.8889 4.1852 

Std. Deviation .87 1.00 1.28 
China Control Mean 4.7292 4.1042 4.7083 

Std. Deviation 1.24 .93 1.08 
Diagram Mean 5.3125 4.4167 4.8750 

Std. Deviation 1.17 0.93 1.22 
Metaphor Mean 5.3958 4.7292 4.7917 

Std. Deviation 0.80 0.76 1.04 
Total Control Mean 4.32 3.5238 3.9333 

Std. Deviation 1.42 1.19 1.35 
Diagram Mean 4.86 3.8788 4.3939 

Std. Deviation 1.36 1.30 1.31 
Metaphor Mean 5.0882 4.2843 4.4706 

Std. Deviation 0.88 0.98 1.20 
Table 8 
 
 F df Sig. 



Cognitive 3.381 2 .038 
Affective 3.674 2 .029 
Behavioral 1.748 2 .179 
Table 9 

To assess the interaction effect of culture and visual representation on attitude, 
we conducted a moderation test. The results show (Tab. 10) that there is no significant 
interaction of culture and representation, but rather a significant effect of visual 
representation (as explained above) and also a significant effect of culture: attitude 
toward corporate strategy is more positive when the strategy is presented visually 
(compared to textually), and the Chinese sample shows a significantly more positive 
attitude compared to the European sample for any of the conditions (p<.001 for the 
cognitive component of attitude; p=.003 for affective component of attitude; p<.001 for 
behavioral component of attitude). In other words, the Chinese subjects had a 
significantly more positive attitude in general, for all conditions, compared to 
Europeans. However, the interaction is not significant for any of the measures: this 
means that the impact of visual representations on attitude shows the same trend in 
Europe and in China, but in China the absolute values are higher. Table 10 also shows 
that the effect of the visual (versus textual) representation on cognitive and affective 
attitude also remains significant when culture is taken into account, indicating the 
robustness of the results.  A visual representation of the results can be seen in Figures 2-
4. 

In summary, representing the corporate strategy visually leads to a more positive 
attitude toward the strategy in both China and Europe. Contrary to expectations, the 
type of visual representation deployed does not have a significant impact on attitude: 
these results seem to indicate that any visual representation could positively affect 
viewers’ perception in the East as in the West. Finally, the results show that the 
experimental treatments have a positive but non-significant impact on behavioral 
intention: a closer look at the data and at Figure 4 shows that when exposed to a visual 
representation, Europeans are more committed to it, while Asians are not. This 
surprising result could be explained by the diverse management and leadership practices 
in the two continents: the data seems to indicate that Chinese subjects would comply 
with the strategy independent of their attitude toward it, while Europeans are more 
committed when they have a positive cognitive and affective attitude toward the 
strategy. Further studies are necessary to explore this proposition, for instance, 
including the variable of Subjective Norm into the model (Allport, 1935; Ajzen, 1991). 

Condition Outcome F df Sig. 

Visual representation Cognitive 3.531 2 .033 
Affective 3.852 2 .025 
Behavioral 1.654 2 .197 

Culture Cognitive 20.696 1 .000 
Affective 9.351 1 .003 
Behavioral 17.100 1 .000 

Vis rep * Culture Cognitive .095 2 .909 
Affective .117 2 .890 
Behavioral 1.010 2 .368 



Table 10 

  
Fig. 2 The effect of culture and visual 
representation on the cognitive component of 
attitude 

Fig. 3 Moderating effect of culture and visual 
representation on the affective component of 
attitude 

 

 

 
 
 
 
 
 
 
 
 
 
 
 

 
Fig. 4 Moderating effect of culture and visual 
representation on the behavioral component of 
attitude 

 

 
4 Implications and Conclusion 

4.1 Implications for Theory and Practice 

The results of this experimental study have implications for the management and 
visualization fields: knowledge visualization can significantly improve attitudes toward 
company strategy, compared to textual representation. Therefore, communicating with 
both text and visual representations can improve the efficacy of the messages. This 
effect seems solid since it is found across cultures and with diverse visual 
representations. Thus Dual Coding Theory (Paivio, 1969) can be extended to knowledge 
visualization in a management setting. 

Few studies have addressed the cross-cultural effectiveness of images: the 
results indicate that representing content visually is a suitable format in all cultures. The 
hypothesis regarding the impact of visual representations on behavioral intention is not 
supported: however, Figure 3 shows an interesting pattern. The behavioral intention 
(that is, the commitment to implement company strategy) for Europeans is higher when 
they are exposed to visual representations; conversely, no difference can be seen for the 



Chinese sample. This observation may imply that Europeans need to be convinced 
about the validity of the strategy in order to be committed to implement it, while the 
Chinese sample would commit to implement the company strategy regardless of their 
attitude toward it. 

This study provides a further theoretical contribution by developing a novel and 
cross-culturally validated scale of attitude toward company strategy. Management 
professionals can learn from this study that mapping information and content visually 
proves to be a cost-effective mean to improve strategy communication across cultures. 
Thus, business communicators can craft convincing messages by mapping textual 
information with meaningful representations such as diagrams and visual metaphors. 
 
4.2 Limitations and Future Research 

Readers should be made aware of the limitations of the study: the sample is composed 
of college students with limited work experience; therefore the effect on professionals 
might differ. The content of the experiment focused on a company strategy: future 
research should address the effect of knowledge visualization on attitude for a variety of 
types of content to test if the effect holds regardless of the content. In the current study 
only two types of visual representation could be tested against the control condition to 
maintain adequate statistical power: as several knowledge visualization formats and 
techniques exist, future research should investigate further visual mapping formats. 

In conclusion, this study has provided a novel and short scale to measure the 
attitude toward company strategy which works in the West and in East Asia. The results 
show that knowledge visualization leads to a significantly more positive cognitive and 
affective attitude toward the content of the visualized message (not just toward the 
visual format), compared to a textual presentation of the same message. In addition, the 
effect holds across cultures, indicating the universal communicative power of 
visualization and its relevance in management, in particular for cross-cultural settings. 
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Appendix 
 
Scale of attitude toward the strategy: 
 
Items Facet 
The strategy is simple to understand Cognitive attitude 1 
This strategy makes sense to me Cognitive attitude 2 
This strategy is clear  Cognitive attitude 3 
On my opinion, this strategy is engaging Affective attitude 1 
I find this strategy inspiring Affective attitude 2 
This strategy is convincing Affective attitude 3 
If this was the strategy used in the company I work… 

I would commit myself to adopt it in my daily wo  
I would be motivated to change my behavior 
accordingly 
I would gladly get involved in its implementation 

 
 

 
Behavioral intention 1 
Behavioral intention 2 
Behavioral intention 3 
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