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Abstract

This study addressed a gap in the literature by investigating the link between

corporate strategy and board composition and how it connects to firm value.

Most studies have explored whether board structure predicts firm outcomes

rather than the other way around even though firm strategy plays a significant

role in structuring the board. The sample covered the period between 2013 and

2018 and included 20,677 firm-year observations, on which we executed

country-industry-year fixed-effects regression analysis. We found that, first,

cost leadership strategy was positively associated with board size, board inde-

pendence, board gender diversity, and board tenure, whereas it was negatively

associated with board skills. Second, differentiation strategy was positively

associated with board size and board gender diversity. Third, the moderating

effects revealed that while board size and board tenure negatively moderated

between cost leadership and firm value, board skills positively moderated

between cost leadership and firm value. On the other hand, while board size,

board gender diversity, and board tenure positively moderated between differ-

entiation and firm value, board skills negatively moderated between differenti-

ation and firm value. The results were robust to an alternative firm value

proxy and endogeneity concerns. These findings provide firms with the oppor-

tunity to better shape their board structure in line with their corporate strate-

gies and shareholder expectations.
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1 | INTRODUCTION

Although prior literature has largely focused on the asso-
ciation of board structure with firm outcomes, its associa-
tion with corporate strategy has received limited
attention. Early studies provided evidence that board
composition impacts the ability of directors to make stra-
tegic decisions to improve firm performance. For exam-
ple, Pfeffer (1972, 1973) showed that board size, board

independence and board expertise determine the willing-
ness of directors to pursue certain corporate strategies.
Hermalin and Weisbach (1988) and Pearce and Zahra
(1992) suggested that board composition is conditioned
by the firm's external environment and corporate strate-
gic choices. Baysinger and Hoskisson (1990) argued that
board membership types determine the board's contribu-
tion to corporate strategy, while Chen et al. (2009) found
that board attributes affect corporate diversification
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decisions. Most studies have explored whether board
structure predicts firm outcomes but have ignored the
importance of firm strategy in shaping the structure of
the board. Our study pursued this research avenue by
testing the causal relationship between corporate strategy
and board structure.

We performed our investigation based on Porter's (1980)
framework, which describes a firm's strategic posture in
terms of cost leadership and differentiation strategies. Cost
leadership strategy emphasizes the offering of products and
services at lower costs than those of peers for the purpose of
gaining a sustainable competitive advantage (Agustia
et al., 2020; Jermias, 2008; Kim & Huh, 2015). On the other
hand, differentiation strategy stresses efforts to pursue value
creation through innovative products, brand loyalty, and
advertising intensity to achieve a competitive advantage
(Agustia et al., 2020; Balsam et al., 2011). Porter's classifica-
tion of corporate strategy has been empirically examined by
many academic researchers (Banker et al., 2014; Chen
et al., 2018; Hambrick, 1983; Yamakawa et al., 2011).

In this study, we employed the aforementioned types
of strategies to explore the association between corporate
strategy and board structure and how this association is
linked to firm value. Toward this end, we posed three
research questions:

R1: Is cost leadership strategy associated with
board structure?
R2: Is differentiation strategy associated with
board structure?
R3: How is market value associated with the
interaction of board structure and corporate
strategy?

To address these questions, we used a sample of 20,677
observations covering nine sectors and 36 countries during
the 2013–2018 period. We found that, first, cost leadership
strategy was positively associated with board size, board
independence, board gender diversity and board tenure,
whereas it was negatively associated with board skills. Sec-
ond, differentiation strategy was positively associated with
board size and board gender diversity. Third, the moderat-
ing effects revealed that while board size and board tenure
negatively moderated between cost leadership and firm
value, board skills positively moderated between cost lead-
ership and firm value. On the other hand, while board size,
board gender diversity, and board tenure positively moder-
ated between differentiation and firm value, board skills
negatively moderated between differentiation and firm
value. We performed multiple robustness checks and
addressed endogeneity concerns using entropy balance, pro-
pensity score matching (PSM), and the two-stage least
squares (2SLS) method. Based on the findings, we provide

practical implications for firms and shareholders and sug-
gest directions for future research.

We contribute to the existing literature in several
ways. First, unlike most prior studies that have focused
on the association of board structure with firm perfor-
mance (Hillman & Dalziel, 2003; Laing & Weir, 1999;
O'connell & Cramer, 2010; Vafeas & Theodorou, 1998;
Zhou et al., 2018), we concentrated on the association
between corporate strategy and board structure. While
the findings of previous studies are important for under-
standing how firms should design their board structure
to obtain the desired firm outcomes, our investigation
aimed to help firms shape their board structure commen-
surate with their corporate strategy. Doing so could help
firms remain competitive in the market and better mobi-
lize their resources. Hence, we focused on the causality
running from corporate strategy to board structure
because the former requires the long-term deployment of
firm resources, such as building asset structure and
human resources. Corporate strategy is not frequently
nor easily changeable in line with changing board struc-
ture. It is also highly likely that firms recruit directors in
congruence with their strategies. On the contrary, direc-
tors are subject to change/rotation once every several
years, which disrupts their influence on corporate strat-
egy. Second, we examined the moderating roles of board
characteristics on the relationship between corporate
strategy (i.e., cost leadership and differentiation) and firm
value. Hence, we explored whether shareholders appreci-
ate the fact that board structure is aligned with corporate
strategy. This investigation was also directed at assisting
firms in learning whether their mapping of corporate
strategy and board structure is appreciated by share-
holders. Additionally, the investigation was aimed at
helping firms determine whether shareholders expect a
different relationship pattern between corporate strategy
and board structure. Integrating the firm value dimen-
sion was of critical importance to the study as share-
holders are the main stakeholders who provide the
essential capital for firm survival and growth.

The next section outlines the research questions.
Section 3 outlines the research methodology. In section 4,
we report the empirical results, while in section 5, we dis-
cuss the results and draw some conclusions. Lastly, in
section 6, we provide the implications of our research
and lay out future research directions.

2 | BOARD STRUCTURE AND
FIRM STRATEGY

To answer the three research questions outlined in the
previous section, we discuss our theoretical framework
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and review the relevant literature below under three sub-
sections aimed at elaborating each research question. We
formulated research questions instead of developing
hypotheses due to the existence of six board characteris-
tics (i.e., board size, board independence, board gender
diversity, board cultural diversity, board tenure and
board skills), two firm strategy proxies (i.e., cost leader-
ship and differentiation), and a firm value proxy, all of
which would have inflated the number of hypotheses,
thereby creating unwieldy complexity.

2.1 | Board structure and cost leadership

Cost leadership requires maintaining the lowest costs of
operations in an industry to achieve a competitive advan-
tage (Agustia et al., 2020). Cost leaders focus on asset uti-
lization, controlling discretionary expenses, and
enhancing employee productivity (Hambrick, 1983). Cost
leadership is likely to be aligned with tight monitoring
for cost control and asset efficiency.

According to agency theory, shareholders give authority
to managers to perform services and engage in strategic
decision-making on their behalf (Jensen & Meckling, 1976).
However, managers can be self-interested and motivated to
pursue their own goals, which can conflict with share-
holders' interests (Chen et al., 2009). This could lead to
agency problems that necessitate tighter monitoring and con-
trol. The composition of the board emphasizes the control
system and can affect the strategic choices made by compa-
nies (Baysinger & Hoskisson, 1990). Outside directors limit
managers' opportunistic activities by reducing the resources
available for discretionary spending (Jermias, 2008). The gov-
ernance literature proposes, based on agency theory, that
greater board independence is associated with lower levels of
diversification strategies that may not result in the maximiza-
tion of shareholders' wealth (Baysinger & Hoskisson, 1990;
Chen et al., 2009).

Outside directors allow firms to observe environmen-
tal changes as they maintain the flow of interactions
between the firm and its stakeholders and undertake the
essential control of resources for companies' businesses
(Pearce & Zahra, 1992). They contribute diverse knowl-
edge, experience, and independent thinking (Bathala &
Rao, 1995), each of which allows them to contribute to
management teams with respect to stakeholder demand
(Galletta et al., 2022). Management can consider a
broader range of resolutions and debate various points of
view when the board is equipped with diverse skills,
knowledge, and backgrounds (Galletta et al., 2022). In
contrast, inside directors have greater access to informa-
tion, which may enable them to better evaluate critical
decisions made by firms (Baysinger & Hoskisson, 1990),

thereby exercising powers for effective strategic decision-
making and resource use. The cost leadership strategy is
likely to be aligned with the monitoring function of the
board. Companies that follow the cost leadership strategy
have managerial competence and expertise to better con-
trol explicit costs (Chen et al., 2018). Independent direc-
tors allow firms to have access to timely information on
environmental changes (Pearce & Zahra, 1992) and pro-
vide both judicial and advisory assertions of managerial
plans (Chen et al., 2009). Cost leaders might appoint a
greater number of directors to the board since a larger
pool of directors has greater ability to access and process
a higher volume of information, leading to more effective
monitoring (Datta et al., 2020). Moreover, cost leaders
recruit more female directors on their boards to benefit
from their monitoring and advising capacity to enhance
firm profitability via better cost controlling (Brahma
et al., 2021; Sattar et al., 2021). Furthermore, independent
and tenured boards are well equipped with traditional
techniques of cost control and operational efficiency and
can assist firms in controlling costs and refraining from
incurring too many discretionary expenses. Conse-
quently, we address the first research question:

R1. Is cost leadership strategy associated with
board structure?

2.2 | Board structure and differentiation
strategy

Differentiation strategy emphasizes value creation by
offering unique and distinctive products and services to
achieve sustainable competitive advantage (Agustia
et al., 2020; Kim & Huh, 2015). Innovative strategies require
the allocation of firms' resources and heavy investment in
research and development activities to increase innovative
capabilities (Agustia et al., 2020; Jermias, 2008). Resource
dependency theory explains that a firm employing a differ-
entiation strategy must link itself with the external environ-
ment to seek resources for innovation from suppliers (Jajja
et al., 2017; Pearce & Zahra, 1992). Board composition
reflects resource exchanges between firms and the external
environment that permit firms to secure resources to maxi-
mize performance and outperform their competitors (Chen
et al., 2009).

In addition, the board's range of skills and capabilities
is a valuable resource for enhancing strategic decision-
making (Pearce & Zahra, 1992). The background and
expertise of board members affect their engagement in
innovative strategies (Chen et al., 2009; Ravasi &
Zattoni, 2006). Skilled directors are more equipped with
specific sector skills that are likely to be crucial for
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followers of the differentiation strategy. Outside directors
can provide planning skills and knowledge of different
technologies entailed by differentiation strategies
(Pearce & Zahra, 1992). Moreover, larger boards are
likely to include directors with diverse educational back-
grounds and industrial experiences and who can acquire
novel resources (Agustia et al., 2020; Yamakawa
et al., 2011). In addition, differentiators tend to enlarge
their board capital to foster their innovativeness and
competitiveness since larger boards have greater skills
and information processing capacity than their smaller
counterparts (Alfraih, 2017; Seo, 2017). Besides, female
directors stimulate the innovation capability of differen-
tiators and have deeper market and customer informa-
tion (Ali et al., 2021; Bauweraerts et al., 2022). Therefore,
differentiation could be more aligned with the advising
function of the board and may necessitate greater board
skills and diversity to develop unique products and ser-
vices. Consequently, we address the second research
question:

R2. Is differentiation strategy associated with
board structure?

2.3 | Firm value, corporate strategy, and
board structure

The extant literature provides some empirical evidence
that corporate strategy can positively influence firm per-
formance (Amoako-Gyampah & Acquaah, 2008; Aulakh
et al., 2000; Balsam et al., 2011; Kuzey et al., 2022; Li &
Li, 2008; Spanos et al., 2004). According to Porter's (1980)
generic strategy framework, firms can achieve positive
outcomes by adopting corporate strategies based on a cost
leadership or differentiation strategy. Firms adopting a
cost leadership strategy aim to achieve profitability based
on cost savings and by offering customers products or ser-
vices at lower prices (Banker et al., 2014; Chen
et al., 2018; Li & Li, 2008). On the other hand, a differen-
tiation strategy aims to create brand loyalty by offering
distinctive products, thus enabling the firm to command
premium prices that surpass the costs associated with the
strategy (Li & Li, 2008; Panwar et al., 2016).

Board composition becomes significant as it affects
directors' aptitude to provide strategic direction and perfor-
mance (Baysinger & Hoskisson, 1990; Pearce &
Zahra, 1992). Moreover, board structure can determine
directors' capacity to exercise monitoring and control over
managerial behaviour to protect shareholders' interests
(Kesner & Johnson, 1990; Pearce & Zahra, 1992). Managers
influence corporate performance by deciding and imple-
menting corporate strategies (Balsam et al., 2011) whereby

board structure can influence the quality of managers' deci-
sions (Pearce & Zahra, 1992). It is likely that when firm
performance is affected by corporate strategic choices,
this effect could be subject to board structure. Asses-
sing the nexus between corporate strategy, board struc-
ture, and market value will highlight whether
shareholders are satisfied with and approve of the
board configuration and whether firms should revise
the board configuration accordingly. As financial capi-
tal providers, shareholders are interested in the selec-
tion of firm strategy and in designing upper-level
decision-making bodies as well as their congruence.
Consequently, whether board structure aligned with
corporate strategy is appreciated by shareholders is a
question that must be investigated. We thus addressed
the third research question:

R3. How is market value associated with the
interaction of board structure and corporate
strategy?

3 | RESEARCH METHODOLOGY

3.1 | Variables

We selected several board characteristics representing
both the monitoring and advising ability of the corporate
governance structure. While board size (BSIZE) has been
an indicator of board efficiency in prior studies
(Yermack, 1996), board independence (BINDEP), board
gender diversity (BGEND), board cultural diversity
(BCULD), board tenure (BTENUR) and board skills
(BSKILLS) have been the subject of prior studies on the
monitoring and advising abilities of boards. Although
BSIZE, BINDEP and BGEND are intensively used board
characteristics, BCULD, BTENUR and BSKILLS have
been rarely used until recently (Al-Mamun &
Seamer, 2021; Arayssi et al., 2019; Katmon et al., 2019;
Livnat et al., 2021). As they capture different facets of
board monitoring, we employed these characteristics and
associated them with corporate strategy.

Furthermore, following Chen et al. (2018), Uyar et al.
(2022), and Yamakawa et al. (2011), we defined corporate
strategies as follows:

Cost leadershipðCLEADÞ¼ � Capital intensityð
þCost efficiency

þCapital expenditureÞ,

ð1Þ

where capital intensity is total assets over total sales, cost
efficiency is the cost of goods sold over total sales, and

4 AL-SHAER ET AL.
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capital expenditure is capital expenditures over total
sales. We multiplied the sum of three metrics of cost lead-
ership by (�) in line with prior studies (Chen et al., 2018;
Yamakawa et al., 2011) to reverse the signs of values from
(+) to (�) since the higher the focus on cost leadership,
the smaller the value. After multiplying by (�), the
higher the ratio, the greater the cost leadership strategy
orientation. This change also made the cost leadership
strategy scale consistent with differentiation strategy as
shown below (i.e., the higher the value and the more
differentiation-oriented the strategy).

Differentiation DIFFERð Þ¼ S&Aexpenses
þR&Dintensity, ð2Þ

such that S&A expenses are S&A expenses over total sales
and R&D intensity is R&D expenditures over total sales.
Higher CLEAD and DIFFER values imply a greater com-
mitment to CLEAD and DIFFER strategies, respectively.

In addition, firm value was measured by Tobin's Q
(TQ) and industry-adjusted Tobin's Q (TQ-adj); while we
employed TQ in the baseline analysis, we adopted TQ-adj
in the robustness tests. TQ is market capitalization plus
the book value of debt over total assets (Upadhyay
et al., 2014), TQ-adj is the company's TQ and the median
TQ minus the median TQ of the firms in the same sector
in the same year (Sheikh, 2018; Ting, 2021).

Finally, we controlled for several firm and country
characteristics due to their relevance in estimating board
characteristics and firm value. First, we controlled for
CEO duality (CDUAL), after which we controlled for sev-
eral firm financial characteristics, such as firm size
(FSIZE), asset tangibility (TANG), research and develop-
ment intensity (RD), firm leverage (LVR), firm liquidity
(CURR) and firm ownership structure (FREEF). Further-
more, we controlled for the institutional environment by
public governance strength, market regulation power, law
system, and economic development. While voice and
accountability (VOACC) and regulatory quality (REGQ)
control public governance quality, regulations of securities
exchanges (REGSE) and protection of minority share-
holders' interests (PROMIN) control market regulations
(Al-Mamun & Seamer, 2021; Hermalin & Weisbach, 1988;
Pearce & Zahra, 1992; Uyar et al., 2022). Furthermore,
while the law system of countries is measured by a binary
variable considering the common law and code law orienta-
tion (LAW), economic development is measured by the nat-
ural logarithm of gross domestic product per capita (GDP).
While firm-level financial and board-related data were col-
lected from Thomson Reuters Eikon, VOACC and REGQ
data were collected from the World Bank (2021), REGSE
and PROMIN data were collected from the World Eco-
nomic Forum (WEF, 2021), LAW data were collected from

La Porta et al. (1998), and GDP data were retrieved from
the World Development Indicators (2023).

We do not give details concerning the definitions of
the variables in this section as they are presented in
Table 1.

3.2 | Sample

The initial study sample included nine sectors, excluding
financials, based on the TRBC1 Economic sector classifi-
cation in the Thomson Reuters Eikon database. The
research sample consisted of observations from 2013
since the cost of sales data was available from that year
onward, and we capped the observations in 2018 since
that was the latest year for which REGSE and PROMIN
data were available. After we collected the raw data, we
used various data-screening processes before testing the
research hypotheses (Hair et al., 2019). The cleaned sam-
ple was subject to initial univariate analysis. Initial draft
results showed that some of the variables had large vari-
ability around mean values with extreme values at the
tails. Thus, we winsorized eight research variables.2 We
used a cut-off value of 1%. The extreme values at 1% of
the two tails were replaced by the winsorized counterpart
values (Cox, 2006). Next, we checked the multivariate
outliers. Toward this end, we employed the minimum
covariance determinant method (Verardi & Dehon, 2010).
Based on the results of the multivariate outlier detection,
we removed 19 observations.

In the following phase, we examined the missing
values. The summary statistics of the missing value anal-
ysis demonstrated that the ratios of the missing values
were relatively low except for CLEAD.3 In the final data-
screening phase, we imputed the variables, including
BTENUR, BSKILLS, DIFFER and TANG, since the ratios
of the missing values were significantly low. However, to
eliminate the risk of biases in the analytical results, we
did not impute CLEAD since the ratio of the missing
values was very large.

Consequently, the sample formation and distribution
were as follows. First, the initial sample included 59,201
observations. After excluding some observations,4 the
final sample included 20,677 records (Table 2, Panel A).
In terms of the sector-level distributions, the ratios of the
sample ranged between 2.84% (telecommunications ser-
vices) and 20.68% (Industrials)5 (Table 2, Panel B).
Regarding the years, the ratios ranged between 12.08% in
2013 and 22.36% in 2018 with an increasing trend per
year (Table 2, Panel B). Finally, the country-level sample
distribution results (Table A1 in the appendix section)
revealed that there were 36 countries with 5250 unique
firms and 20,677 data points.

AL-SHAER ET AL. 5
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3.3 | Empirical models

The formulated research models are discussed in this sec-
tion. The research models incorporated linear associa-
tions and moderating effects. We incorporated country
and year fixed-effects (FE) regression models to reduce
the risk of potential time-invariant endogeneity threats
(Corderi & Lin, 2011; Rjiba et al., 2020; Schons &
Steinmeier, 2016).

3.3.1 | Linear associations

The proposed research models incorporating the linear
associations are formulated in equation (3) below:

Board characteristicsð Þi,t,c ¼ β0þβ1 Cost leadershipð Þi,t�1,c

þβ2 Differentiationð Þi,t�1,c

þβ3 Controlsð Þi,t�1,c

þβ4
X

Countryð Þc
þβ5

X
Industryð Þi

þβ6
X

Yearð Þtþ εt,i,c:

ð3Þ
The dependent variable was board characteristics prox-

ied by BSIZE,6 BINDEP, BGEND, BCULD, BTENUR and
BSKILLS. The variables of interest were the one-year lag of
cost leadership (CLEAD) and differentiation (DIFFER).7

The control variables were the one-year lag of BSIZE,
CDUAL, FSIZE, TANG, RD, LVR, CURR, FREEF,
VOACC, REGQ, REGSE, PROMIN, LAW and GDP.

TABLE 1 Variables.

Variables Description

BSIZE Number of directors on corporate boards.

BINDEP Proportion of non-executive directors on corporate boards.

BGEND Proportion of female directors on boards.

BCULD Board cultural diversity reflects percentage of directors having a cultural background different than that at the corporate
headquarter's location.

BTENUR Average number of years each director serves on the board.

BSKILLS Percentage of directors having a strong financial background or an industry-specific background.

TQ Market capitalization plus total liabilities over total assets.

TQ-adj Industry-adjusted firm value, which reflects the difference between the firm's TQ and the median TQ of the firms in the
same sector in the same year.

CLEAD Cost leadership strategy as calculated in Equation (1) based on the sum ‘Cost efficiency + Capital expenditure + Capital
intensity’ multiplied by (�1).

DIFFER Differentiation strategy as calculated in Equation (2) based on the sum ‘S&A expenses + R&D intensity’.

CDUAL CEO duality that takes 1 if board chair is CEO at the same time, and 0 otherwise.

FSIZE Total assets' natural logarithm.

TANG Property plant and equipment over total assets.

RD Research and development expenditure over total assets.

LVR Total debt over total assets.

CURR Total current assets over total current liabilities.

FREEF Free float percentage of shares.

VOACC Perceptions of a country's citizens regarding participating in selecting their government, having freedom of expression, and
the existence of free media and freedom of association. Scale of measurement was from �2.5 to 2.5.

REGQ Perceptions of a country's citizens regarding the ability of the government to formulate and implement sound regulations
and policies that allow private sector development. Scale of measurement was from �2.5 to 2.5.

REGSE To what extent do regulations ensure financial market stability? [1 = not at all; 7 = to a great extent].

PROMIN To what extent the legal system protects minority shareholders' interests? [1 = not protected at all; 7 = fully protected].

LAW The law system of countries denoted by a binary variable that takes 1 if the law system is common law, and 0 if it is code
law.

GDP The natural logarithm of gross domestic product per capita.

Note: This table defines the variables. All variables are defined in Table 1.

6 AL-SHAER ET AL.
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3.3.2 | Moderating effects

The second group of proposed research models incorpo-
rated moderating effects. In this regard, we formulated the
moderating roles of board characteristics in the relationship
between corporate strategy (i.e., cost leadership and differ-
entiation) and firm value in Equations (4) and (5).

ðFirm valueÞi,t,c ¼ β0þβ1ðdifferentiationÞi,t,c
þ β2ðboard characteristicsÞi,t,c
þ β3 differentiation�board characteristicsð Þi,t,c
þ β4ðcontrolsÞi,t,cþβ5

X
ðcountryÞc

þ β6
X

ðindustryÞiþβ7
X

ðYearÞtþ εi,t,c:

ð5Þ

Concerning moderating effects, the dependent vari-
able was the firm value measured by TQ.8 In addition,
the variables of interest were cost leadership (CLEAD)
and differentiation (DIFFER). The moderating variables
were board characteristics measured by BSIZE, BINDEP,
BGEND, BCULD, BTENUR and BSKILLS. Finally, the
control variables were the same as in the previous
equations.

To control for the threat of heteroscedasticity
(Wooldridge, 2020), we reported standard errors based on
the robust variance estimator. The reported standard errors
were clustered by firm to generate correct standard errors
since the observations may have had correlations at the
firm level. The standard errors were corrected by clustering
at the firm level to control the within-firm correlation in
the residuals (Petersen, 2009).

4 | EMPIRICAL FINDINGS

4.1 | Summary of univariate statistics

The summary statistics of the research variables are
reported in Table 3. In terms of board characteristics,
the average values of BSIZE, BINDEP, BGEND,
BCULD, BTENUR and BSKILLS were 9.76, 74.29, 15.53,
9.08, 50.82 and 53.07, respectively. Also, regarding the
variables of interest, the average values of corporate
strategies, including CLEAD and differentiation
DIFFER, were �3.04 and 0.77, respectively. Finally,
regarding the firm value predictors, the mean values of
TQ and TQ-adj were 2.06 and 0.47, respectively.

TABLE 2 Sample distribution.

Panel A

Initial sample 59,201

(-) observations before 2013 21,294

(-) Financial sectors 8775

(-) Countries with less than 10 firms 319

(-) Non-available observations of REGSE, PROMIN and LAW 8117

(-) Significant outliers 19

Final sample 20,677

Panel B
Variable Category Freq. Percent

Sector Basic materials 2682 12.97

Consumer cyclicals 3934 19.03

Consumer non-cyclicals 1874 9.06

Energy 1782 8.62

Healthcare 2161 10.45

Industrials 4277 20.68

Technology 2280 11.03

Telecommunications services 587 2.84

Utilities 1100 5.32

Total 20,677 100.00

Year 2013 2497 12.08

2014 2626 12.70

2015 3079 14.89

2016 3709 17.94

2017 4143 20.04

2018 4623 22.36

Total 20,677 100.00

Note: This table presents the sample distribution. All variables are defined in
Table 1.

ðFirm valueÞi,t,c ¼

β0þβ1ðcost leadershipÞi,t,c
þ β2ðboard characteristicsÞi,t,c
þ β3 Cost leadership�board characteristicsð Þi,t,cþ β4ðcontrolsÞi,t,c
þ β5

X
ðcountryÞcþβ6

X
ðindustryÞiþβ7

X
ðyearÞtþ εi,t,c:

ð4Þ
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4.2 | Correlation and multicollinearity

We checked the bivariate linear correlations among the
research variables pairwise. The results of Pearson's cor-
relation coefficients are reported in Table 4 and were
based on the current time (t). According to the obtained
results, CLEAD had a significant negative linear correla-
tion with BSIZE and BINDEP, while it had a significant
positive linear correlation with BGEND and BTENUR.
On the other hand, DIFFER had a significantly negative
correlation with BSIZE, BGEND, BCULD and BTENUR,
whereas it had a significantly positive correlation with
BSKILLS and firm values (TQ and TQ-adj).

4.2.1 | Multicollinearity

We examined the threat of multicollinearity among the
independent variables of the proposed models. Toward
this end, we calculated the values of variance inflation

factors (VIFs). The results are reported in Table A2 (see
the Appendix). The maximum value of the VIFs was
3.82, while the minimum value was 1.15. Thus, the VIF
values were significantly less than the suggested thresh-
old value of 10 (Hair et al., 2019; Kennedy, 2008; Neter
et al., 1996). Thus, there was no threat of multicollinear-
ity among the independent variables.

4.3 | Baseline

We investigated the initial baseline research models
within two groups: linear and moderating associations.

4.3.1 | Linear relationships

The research models were subject to country, industry
and year FE regression analysis. The one-year lag of
CLEAD and DIFFER was incorporated as the variable of
interest simultaneously with the one-year lag of the con-
trol variables in the models, whereas the board character-
istics (BSIZE, BINDEP, BGEND, BCULD, BTENUR and
BSKILLS) were incorporated as the dependent variables
in the analysis (Table 5). The results revealed that
CLEAD(t-1) had a significantly positive association with
BSIZE, BINDEP, BGEND and BTENUR and a signifi-
cantly negative association with BSKILLS. Moreover, the
results showed that DIFFER(t-1) had a significantly posi-
tive association with only BSIZE and BGEND.

4.3.2 | Moderating effects

We examined the moderating effects of board characteris-
tics on the relationship between CLEAD and DIFFER
with firm value proxied by TQ.

First, we investigated the moderating effects of board
characteristics on the relationship between cost leader-
ship and firm value. According to the reported results,
the product terms, including CLEAD*BSIZE and
CLEAD*BTENUR, had a significant and negative rela-
tionship with TQ, while the product term, CLEAD*BS-
KILLS, had a significant and positive relationship with
TQ (Table 6).

Second, we examined the moderating effects of board
characteristics on the relationship between differentia-
tion and firm value. The results revealed that the coeffi-
cients of the product terms, including DIFFER*BSIZE,
DIFFER*BGEND, and DIFFER*BTENUR, had a signifi-
cantly positive relationship with TQ, while DIFFER*BS-
KILLS had a significantly negative relationship with TQ
(Table 7).

TABLE 3 Descriptive statistics.

Variable Obs Mean Std. dev. Min Max

BSIZE 20,677 9.76 3.23 4.00 21.00

BINDEP 20,677 74.29 19.95 0.00 100.00

BGEND 20,677 15.53 12.85 0.00 100.00

BCULD 20,677 9.08 20.09 0.00 100.00

BTENUR 20,677 50.82 28.34 0.02 99.95

BSKILLS 20,677 53.07 22.44 0.00 100.00

TQ 20,677 2.06 1.60 0.62 9.36

TQ-adj 20,677 0.47 1.50 �1.25 7.53

CLEAD 16,268 �3.04 3.05 �15.11 �1.07

DIFFER 20,677 0.77 2.71 0.00 18.55

CDUAL 20,677 0.38 0.48 0.00 1.00

FSIZE 20,677 21.91 1.70 10.65 27.21

TANG 20,677 0.29 0.24 0.00 0.92

RD 20,677 0.02 0.05 0.00 0.27

LVR 20,677 0.25 0.19 0.00 0.83

CURR 20,677 2.17 2.11 0.25 12.90

FREEF 20,677 78.27 23.97 0.00 100.00

VOACC 20,677 1.05 0.43 �1.05 1.74

REGQ 20,677 1.38 0.56 �0.91 2.26

REGSE 20,677 5.30 0.55 3.02 6.56

PROMIN 20,677 5.05 0.51 3.25 6.22

LAW 20,677 0.66 0.47 0.00 1.00

GDP 20,677 10.56 0.77 7.27 11.54

Note: This table presents the descriptive statistics. All variables are defined

in Table 1.
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4.4 | Robustness

The robustness of the initial analysis results was checked
by performing multiple analyses. We employed alterna-
tive dependent variables for the linear and moderating
models and addressed endogeneity concerns using the
2SLS method, and ultimately generating alternative sub-
samples.

4.4.1 | Alternative dependent variable—
Moderating models

First, we incorporated an alternative dependent variable
in the analysis of the moderation effects of board charac-
teristics. Hence, TQ-adj was used in the models as an
alternative proxy for measuring firm value, as firm value
might be affected by sectoral characteristics. The results
were fully compatible with the initial baseline results of
the moderating analysis (Table 8, Panels A and B).

4.4.2 | Endogeneity tests

We performed an analysis to address endogeneity con-
cerns by utilizing the 2SLS method. We applied instru-
mental variable regression analysis with the 2SLS
approach, which can mitigate any potential endogeneity
concerns and omitted variable issues (Angrist &
Krueger, 2001). This approach can reduce possible corre-
lations between the error term and the independent vari-
ables (Wooldridge, 2020). Two instrumental variables
were incorporated into the 2SLS regression analysis:
(i) the 2-year lag of cost leadership and differentiation,
and (ii) the industry average of cost leadership and differ-
entiation, excluding the focal firms (Murcia et al., 2021).
The results of the first and second stage analyses, Wu–
Hausman test of endogeneity, overidentifying restriction
test and weak instrument test are reported in Table 9.
The results were fully compatible with the baseline anal-
ysis results, in which the significance of cost leadership
and differentiation did not change.

4.4.3 | Alternative sample—Excluding US
and Japan

We generated an alternative sample by excluding the US
and Japan, which constituted a large percentage in the
research sample, and hence might have distorted
the results. We re-examined the linear models using the
alternative sample (Table 10). The results revealed that
CLEAD(t-1) had a significantly positive relationship withT
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TABLE 8 Moderation analysis with alternative dependent variable.

Robustness checks

Panel A: Moderation effects (variable of interest: CLEAD)

(1) (2) (3) (4) (5) (6)
Independent
variables TQ-adj TQ-adj TQ-adj TQ-adj TQ-adj TQ-adj

CLEAD 0.092*** (8.59) 0.022 (1.22) 0.039*** (6.55) 0.037*** (8.32) 0.064*** (9.50) �0.012 (�1.31)

BSIZE 0.000038 (0.01) 0.017*** (3.82) 0.016*** (3.60) 0.018*** (4.08) 0.019*** (4.27) 0.017*** (3.92)

CLEAD*BSIZE �0.0057*** (�5.66)

BINDEP 0.0058*** (4.98)

CLEAD*BINDEP 0.00017 (0.76)

BGEND 0.0094*** (6.95)

CLEAD*BGEND �0.00034 (�1.16)

BCULD 0.0018** (2.10)

CLEAD*BCULD �0.000065 (�0.36)

BTENUR 0.00018 (0.34)

CLEAD*BTENUR �0.00066*** (�5.54)

BSKILLS 0.00086 (1.17)

CLEAD*BSKILLS 0.00090*** (5.78)

Controls Included Included Included Included Included Included

Country, industry,
and year FE

Yes Yes Yes Yes Yes Yes

N 16,268 16,268 16,268 16,268 16,268 16,268

Adj. R2 0.211 0.211 0.214 0.210 0.212 0.211

F-stat. 68.86*** 67.83*** 69.11*** 67.37*** 68.43*** 68.06***

Panel B: Moderation effects (variable of interest: DIFFER)

(1) (2) (3) (4) (5) (6)
Independent variables TQ-adj TQ-adj TQ-adj TQ-adj TQ-adj TQ-adj

DIFFER �0.025** (�2.48) �0.0017 (�0.09) �0.0039 (�0.72) 0.0029 (0.67) �0.030*** (�4.45) 0.057*** (5.67)

BSIZE 0.021*** (5.15) 0.022*** (5.49) 0.020*** (5.15) 0.022*** (5.59) 0.023*** (5.76) 0.022*** (5.45)

DIFFER*BSIZE 0.0034*** (3.00)

BINDEP 0.0027*** (3.19)

DIFFER*BINDEP 0.000060 (0.23)

BGEND 0.0096*** (9.85)

DIFFER*BGEND 0.00060* (1.84)

BCULD 0.0027*** (4.59)

DIFFER*BCULD �0.000061 (�0.18)

BTENUR 0.0011*** (3.17)

DIFFER*BTENUR 0.00077*** (6.36)

BSKILLS �0.0014*** (�2.59)

DIFFER*BSKILLS �0.00096*** (�5.95)

Controls Included Included Included Included Included Included

Country, industry,
and year FE

Yes Yes Yes Yes Yes Yes

N 20,677 20,677 20,677 20,677 20,677 20,677

Adj. R2 0.198 0.198 0.202 0.198 0.200 0.199

F-stat. 80.56*** 79.36*** 81.42*** 79.56*** 80.40*** 80.17***

Note: Panel A presents the moderating effect of board composition between cost leadership and firm value with alternative dependent variable namely TQ-adj.

All variables are defined in Table 1. t statistics in parentheses. *p < 0.10; **p < 0.05; ***p < 0.01. Panel B presents the moderating effect of board composition
between differentiation and firm value with alternative dependent variable namely TQ-adj. All variables are defined in Table 1. t statistics in parentheses.
*p < 0.10; **p < 0.05; ***p < 0.01.
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BINDEP, BGEND and BTENUR, while DIFFER(t-1)
had a significantly positive relationship with BGEND.
Hence, the results largely overlapped with the baseline
findings.

Similarly, the moderating models were re-run using
the new sub-sample. The results were mainly compatible
with the initial baseline results of the moderating analy-
sis with some exceptions9 (Tables 11 and 12).

4.4.4 | Alternative dependent variables—
Linear models

We also incorporated alternative dependent variables for
the linear models. First, we proposed five alternative
dependent variables for board gender diversity,10 which
were binary categorical variables, in line with prior stud-
ies that tested “critical mass theory” (Ahmed &
Atif, 2021; Brahma et al., 2021; Sarhan et al., 2019). We
included these five binary alternative dependent variables
in the linear models and employed country, industry, and
year FE logistic regression analysis (Table 13). The
results revealed that CLEAD(t-1) had a significantly
positive association with all of the dependent variables
(NFEMD0, NFEMD2, NFEMD3 and NFEMD3M)
except NFEMD1, with which it had a significantly neg-
ative association. Also, DIFFER(t-1) had a significant
and negative association with NFEMD1, whereas it
had a significant and positive relationship with
NFEMD3 and NFEMD3M. Thus, the results of this crit-
ical mass test for female directors were in line with the
baseline findings.

Second, we incorporated another four alternative
binary dependent variables11 for BSIZE in line with
Arora (2020). Similarly, we used country, industry, and
year FE logistic regression analysis and re-ran the base-
line linear models (Table 14). The results revealed that
CLEAD(t-1) had a significantly negative relationship
with BSIZE1 and a significantly positive relationship with
BSIZE2 and BSIZE3. Finally, DIFFER(t-1) had a signifi-
cantly negative association with BSIZE1, whereas it had a
significantly positive association with BSIZE2. This addi-
tional analysis highlighted that the ideal board size for
both cost leaders and differentiators ranges between
8 and 12 members.

4.4.5 | Lagged moderating, testing, and
control variables

Finally, we re-ran the baseline research models with
moderating effects by incorporating the one-year lag of
the testing variables of interest, moderating variables,T
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and the control variables (Tables 15 and 16). The results
were mainly compatible with the initial moderation anal-
ysis results except that the coefficient of the product term
DIFFER(t-1)*BGEND(t-1) became non-significant in the
robustness check and DIFFER(t-1)*BINDEP(t-1) became
significantly positive.

5 | DISCUSSION AND
CONCLUSION

This study addressed a gap in the literature by investigat-
ing the link between corporate strategy and board com-
position and how it connects to firm value. Prior studies

TABLE 10 Alternative sample excluding US and Japan.

(1) (2) (3) (4) (5) (6)
Independent variables BSIZE BINDEP BGEND BCULD BTENUR BSKILLS

CLEAD(t-1) 0.015 (1.25) 0.18*** (3.49) 0.18*** (3.80) �0.040 (�0.39) 0.59*** (4.68) �0.055 (�0.67)

DIFFER(t-1) 0.015 (1.03) 0.056 (0.87) 0.14** (2.49) 0.029 (0.23) 0.16 (1.05) �0.014 (�0.14)

Controls Included Included Included Included Included Included

Country, industry, and year FE Yes Yes Yes Yes Yes Yes

N 7792 7792 7792 7792 7792 7792

Adj. R2 0.512 0.457 0.502 0.315 0.064 0.384

F-stat. 135.06*** 106.65*** 127.60*** 58.91*** 9.54*** 79.24***

F-stat. 203.35*** 544.50*** 200.73*** 144.25*** 20.10*** 135.88***

Note: This table presents the association between corporate strategy and board composition by excluding the US and Japan from the sample. All variables are
defined in Table 1. t statistics in parentheses.
Note: *p < 0.10; **p < 0.05; ***p < 0.01.

TABLE 11 Alternative sample excluding US and Japan.

(1) (2) (3) (4) (5) (6)
Independent
variables TQ TQ TQ TQ TQ TQ

CLEAD 0.043*** (3.51) 0.039* (1.88) 0.019*** (2.63) 0.0071 (1.28) 0.035*** (4.04) �0.033***
(�3.12)

BSIZE 0.0065 (0.94) 0.017*** (3.03) 0.016*** (2.87) 0.018*** (3.20) 0.020*** (3.54) 0.018*** (3.27)

CLEAD*BSIZE �0.0033*** (�3.01)

BINDEP 0.0020 (1.24)

CLEAD*BINDEP �0.00040 (�1.50)

BGEND 0.0089*** (5.01)

CLEAD*BGEND �0.00070** (�2.08)

BCULD 0.0036*** (4.14)

CLEAD*BCULD 0.00017 (0.94)

BTENUR 0.00095 (1.33)

CLEAD*BTENUR �0.00054*** (�3.84)

BSKILLS 0.0022** (2.14)

CLEAD*BSKILLS 0.00089*** (4.53)

Controls Included Included Included Included Included Included

Country, industry,
and year FE

Yes Yes Yes Yes Yes Yes

N 7792 7792 7792 7792 7792 7792

Adj. R2 0.305 0.305 0.310 0.306 0.308 0.306

F-stat. 56.24*** 55.37*** 56.68*** 55.65*** 56.15*** 55.62***

Note: This table presents the moderating effect of board composition between cost leadership and firm value (Table 6) by excluding the US and Japan from the
sample. All variables are defined in Table 1. t statistics in parentheses.
*p < 0.10; **p < 0.05; ***p < 0.01.
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mostly focused on board composition and firm perfor-
mance, rarely emphasizing corporate strategy. Also, most
previous studies focused on the association of board com-
position with financial and non-financial reporting qual-
ity, and hence its association with corporate strategy was
relatively neglected. Besides, most studies have explored

whether board structure predicts firm outcomes rather
than the other way around even though firm strategy
plays a significant role in structuring the board.

We found that, first, cost leadership strategy was posi-
tively associated with board size, board independence,
board gender diversity and board tenure, whereas it was

TABLE 12 Alternative sample excluding US and Japan.

(1) (2) (3) (4) (5) (6)
Independent variables TQ TQ TQ TQ TQ TQ

DIFFER 0.0011 (0.10) �0.015 (�0.74) 0.0096 (1.57) 0.024*** (4.69) �0.0059 (�0.71) 0.044*** (3.93)

BSIZE 0.023*** (4.51) 0.024*** (4.78) 0.022*** (4.47) 0.024*** (4.75) 0.025*** (5.07) 0.024*** (4.75)

DIFFER*BSIZE 0.0024** (2.07)

BINDEP 0.00084 (0.74)

DIFFER*BINDEP 0.00050* (1.81)

BGEND 0.010*** (8.18)

DIFFER*BGEND 0.0011*** (2.90)

BCULD 0.0034*** (5.50)

DIFFER*BCULD �0.00060* (�1.81)

BTENUR 0.0013*** (2.76)

DIFFER*BTENUR 0.00055*** (4.04)

BSKILLS �0.00094 (�1.31)

DIFFER*BSKILLS �0.00042** (�2.25)

Controls Included Included Included Included Included Included

Country, industry, and year FE Yes Yes Yes Yes Yes Yes

N 11,020 11,020 11,020 11,020 11,020 11,020

Adj. R2 0.272 0.272 0.277 0.273 0.273 0.272

F-stat. 67.27*** 66.21*** 68.18*** 66.77*** 66.82*** 66.30***

Note: This table presents the moderating effect of board composition between differentiation and firm value (Table 7) by excluding the US and Japan from the
sample. All variables are defined in Table 1. t statistics in parentheses.
*p < 0.10; **p < 0.05; ***p < 0.01.

TABLE 13 Alternative dependent variables (critical mass).

(1) (2) (3) (4) (5)
Independent variables NFEMD0 NFEMD1 NFEMD2 NFEMD3 NFEMD3M

CLEAD(t-1) 0.051*** (4.26) �0.042*** (�4.71) 0.034*** (3.48) 0.053*** (4.16) 0.078*** (6.24)

DIFFER(t-1) 0.018 (1.29) �0.052*** (�4.97) 0.018 (1.55) 0.048*** (2.83) 0.069*** (4.26)

Controls Included Included Included Included Included

Country, industry, and year FE Yes Yes Yes Yes Yes

N 16,127 16,160 16,266 15,563 16,098

Pseudo R2 0.317 0.090 0.081 0.119 0.349

χ2-stat. 5130.29*** 1754.70*** 1498.15*** 1578.89*** 6428.37***

Note: This table presents the association between corporate strategy and board composition based on critical mass of female directors. All variables are defined
in Table 1. t statistics in parentheses.

Abbreviations: NFEMD0, A dummy variable equaling one if the firm has at least one female director on the board, and zero otherwise; NFEMD1, A dummy
variable equaling one if the firm has one woman director on the board, and zero otherwise; NFEMD2, A dummy variable equaling one if the firm has two
women directors on the board, and zero otherwise; NFEMD3, A dummy variable equaling one if the firm has three women directors on the board, and zero
otherwise; NFEMD3M, A dummy variable equaling one if the firm has three or more women directors on the board, and zero otherwise.

*p < 0.10; **p < 0.05; ***p < 0.01.
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negatively associated with board skills. Thus, cost leaders
might appoint more directors to their boards since larger
boards have a greater ability to access and process greater
volumes of information, leading to more effective moni-
toring (Datta et al., 2020). Furthermore, cost leaders
recruit a greater number of female directors on their
boards to strengthen board monitoring and advising

ability, which is attributable to the capacity of female
directors to enhance firm profitability via better cost con-
trolling (Brahma et al., 2021; Sattar et al., 2021). More-
over, cost leaders reinforce their boards with more
tenured directors as tenured directors ensure firm stabil-
ity with their enhanced monitoring performance and
experience (Livnat et al., 2021). Second, differentiation

TABLE 14 Alternative dependent variables (board size slices).

(1) (2) (3) (4)
Independent variables BSIZE1 BSIZE2 BSIZE3 BSIZE4

CLEAD(t-1) �0.065*** (�5.51) 0.056*** (6.64) 0.021* (1.73) 0.033 (1.20)

DIFFER(t-1) �0.049*** (�3.51) 0.025** (2.46) �0.0095 (�0.61) 0.043 (1.24)

Controls Included Included Included Included

Country, industry, and year FE Yes Yes Yes Yes

N 16,079 16,266 16,031 12,193

Pseudo R2 0.253 0.078 0.223 0.428

χ2-stat. 4197.50*** 1681.96*** 2956.73*** 1633.65***

Note: This table presents the association between corporate strategy and board composition (Table 5) based on board size slices. All variables are defined in
Table 1. t statistics in parentheses.
Abbreviations: BSIZE1, a dummy variable equaling one if the board size ranges between 3 and 7 members, and zero otherwise; BSIZE2, a dummy variable

equaling one if the board size ranges between 8 and 12 members, and zero otherwise; BSIZE3, a dummy variable equaling one if the board size ranges between
13 and 17 members, and zero otherwise; BSIZE4, a dummy variable equaling one if the board size is 18 or more members, and zero otherwise.
*p < 0.10; **p < 0.05; ***p < 0.01.

TABLE 15 Lagged moderating analysis.

(1) (2) (3) (4) (5) (6)

Independent variables TQ TQ TQ TQ TQ TQ

CLEAD(t-1) 0.11*** (10.23) 0.055*** (3.02) 0.043*** (7.14) 0.042*** (9.42) 0.070*** (10.37) �0.016* (�1.77)

BSIZE(t-1) �0.0063 (�1.15) 0.015*** (3.41) 0.014*** (3.27) 0.016*** (3.72) 0.017*** (3.93) 0.016*** (3.58)

CLEAD(t-1)*BSIZE(t-1) �0.0072*** (�7.13)

BINDEP(t-1) 0.0058*** (4.93)

CLEAD(t-1)*BINDEP(t-1) �0.00022 (�0.93)

BGEND(t-1) 0.0089*** (6.52)

CLEAD(t-1)*BGEND(t-1) �0.00037 (�1.26)

BCULD(t-1) 0.00089 (1.04)

CLEAD(t-1)*BCULD(t-1) �0.00028 (�1.53)

BTENUR(t-1) 0.00057 (1.08)

CLEAD(t-1)*BTENUR(t-1) �0.00074*** (�6.15)

BSKILLS(t-1) 0.0014* (1.86)

CLEAD(t-1)*BSKILLS(t-1) 0.0010*** (6.66)

Controls Included Included Included Included Included Included

Country, industry, and year FE Yes Yes Yes Yes Yes Yes

N 16,267 16,267 16,267 16,267 16,267 16,267

Adj. R2 0.300 0.300 0.301 0.298 0.302 0.300

F-stat. 108.16*** 106.52*** 107.37*** 105.64*** 107.44*** 106.61***

Note: This table presents the moderating effect of board composition between cost leadership and firm value with lagged model. All variables are defined in Table 1. t

statistics in parentheses.

*p < 0.10; **p < 0.05; ***p < 0.01.
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strategy was positively associated with board size and
board gender diversity. Differentiators enlarge the size of
their board to enrich board capital for the purpose of fos-
tering their innovativeness and competitiveness. This
confirms that larger boards have greater skills, knowl-
edge, experience, and information processing capacity
than their smaller counterparts (Alfraih, 2017; Seo, 2017).
Furthermore, the rationale behind accommodating more
female directors on boards is that female directors stimu-
late innovation and have more in-depth knowledge of
customers and markets compared to their male counter-
parts (Ali et al., 2021; Bauweraerts et al., 2022). Third,
the moderating effects revealed that while board size and
board tenure negatively moderated between cost leader-
ship and firm value, board skills positively moderated
between cost leadership and firm value. On the other
hand, while board size, board gender diversity and board
tenure positively moderated between differentiation and
firm value, board skills negatively moderated between
differentiation and firm value. Given that these two mod-
erating effects occurred in almost opposite directions, the
shareholders of cost leaders and differentiators have dif-
ferent perspectives on board structure to which the

managers of each strategy should pay attention. Overall,
our findings advance the existing literature, which has
thus far mostly focused on how the composition of the
board affects the strategic choices of companies
(Baysinger & Hoskisson, 1990) and firm outcomes
(Pucheta-Martínez & Gallego-Álvarez, 2020), by investi-
gating the causality from strategic choice to board com-
position. In the following section, we suggest
implications for direct associations and moderating
effects.

6 | IMPLICATIONS,
LIMITATIONS, AND FUTURE
RESEARCH

We found that both agency and resource dependency the-
ories are insightful for the mapping of corporate strategy
and board structure. While agency theory predominantly
aligns with the monitoring ability of directors, resource
dependency theory aligns more with the advising ability
of boards. Hence, the significant positive association of
board independence and board tenure with cost

TABLE 16 Lagged moderating analysis.

(1) (2) (3) (4) (5) (6)
Independent variables TQ TQ TQ TQ TQ TQ

DIFFER(t-1) �0.042***

(�4.50)

�0.058***

(�3.22)

�0.0049

(�0.98)

�0.0011 (�0.28) �0.039***

(�6.37)

0.049*** (5.14)

BSIZE(t-1) 0.018*** (5.05) 0.020*** (5.54) 0.019*** (5.27) 0.021*** (5.78) 0.022*** (6.00) 0.021*** (5.69)

DIFFER(t-1)*BSIZE(t-1) 0.0049*** (4.69)

BINDEP(t-1) 0.0037*** (4.80)

DIFFER(t-1)*BINDEP(t-1) 0.00075*** (3.19)

BGEND(t-1) 0.010***
(11.31)

DIFFER(t-1)*BGEND(t-1) 0.00025 (0.82)

BCULD(t-1) 0.0023*** (4.39)

DIFFER(t-1)*BCULD(t-1) �0.00024

(�0.89)

BTENUR(t-1) 0.0019*** (5.79)

DIFFER(t-1)*BTENUR(t-1) 0.00090*** (7.96)

BSKILLS(t-1) �0.00093* (�1.92)

DIFFER(t-1)*BSKILLS(t-1) �0.00089***

(�5.88)

Controls Included Included Included Included Included Included

Country, industry, and year

FE

Yes Yes Yes Yes Yes Yes

N 18,454 18,454 18,454 18,454 18,454 18,454

Adj. R2 0.277 0.278 0.281 0.277 0.280 0.278

F-stat. 136.95*** 135.34*** 137.42*** 134.82*** 137.14*** 135.40***

Note: This table presents the moderating effect of board composition between differentiation and firm value with lagged model. All variables are defined in
Table 1. t statistics in parentheses.
*p < 0.10; **p < 0.05; ***p < 0.01.
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leadership but not differentiation confirmed that cost
leaders require stronger monitoring ability to reduce
agency conflicts. On the other hand, although the posi-
tive association of differentiation strategy with board gen-
der diversity is in line with resource dependency theory,
its neutral association with board skills contradicts this
theory. This is because skilled directors, in line with
resource dependency theory, provide advisory services with
their sector expertise (Kreuzer & Priberny, 2022). The lack
of a significant association of differentiation strategy with
board skills is quite surprising and conflicts with resource
dependency theory. This is because the nature of differenti-
ation is to blend skills and contrasting perspectives, which
could be facilitated by the expertise and diverse back-
grounds of directors. Finally, both cost leaders and differen-
tiators have larger boards, confirming resource dependency
theory since larger boards enable access to wider network-
ing opportunities and are the source of greater advising and
counselling (Dalton & Dalton, 2005).

The findings suggest several practical implications for
firms and shareholders. They provide an opportunity for
firms to better shape their board structures in line with
corporate strategies and shareholder expectations. It is evi-
dent that cost leaders must strengthen their board with
more independent, female, and tenured directors. World-
wide, as independent directors are increasingly considered
to be an indispensable monitoring mechanism, a certain
number/ratio of independent directors has been incorpo-
rated as a requirement in recent corporate governance
codes. Given that cost leadership necessitates tighter moni-
toring for cost control and asset efficiency, cost leaders
might highly benefit from the existence of independent
directors on boards, who are almost unanimously
observed to be an indispensable internal monitoring
mechanism. Furthermore, cost leaders' appointment of
female directors to the board confirms that these directors
enhance board advising and monitoring efficacy
(Belaounia et al., 2020). On the other hand, the positive
association of cost leaders with board tenure but negative
association with board skills implies that cost leaders need
more experienced directors, but not expert directors. This
could be because, while tenured directors are well
equipped with traditional techniques of cost control and
management and operational efficiency, skilled directors
are more equipped with specific sector skills, which appear
to be not essential for proponents of cost leadership strat-
egy. Moreover, contrasting findings between direct rela-
tionships and moderating effects for cost leaders imply a
mismatch between strategy–board connection and share-
holder expectations. For example, contrary to the positive
relationship between cost leadership and board size in the
direct associations, shareholders of cost leaders are
opposed to large boards, which could be considered by the
proponents of cost leaders as downsizing their boards to

make them more efficient in monitoring functions. Like-
wise, while shareholders of cost leaders find the existence
of tenured directors on boards to be non-value-relevant,
they do find the existence of expert directors to be value-
relevant, contrary to direct associations. These contrasting
results suggest that cost leaders assess and revise their
board structures considering the strategy-board-firm value
nexus we highlighted in this work.

On the other hand, concerning differentiation strat-
egy, firms can design their board structure considering
the empirical findings. The only significant findings in
this regard are that differentiators have larger boards and
more female directors on boards. This implies that larger
boards may have a greater blend of different perspectives
and rich social capital for fostering firms' innovative abil-
ity and that female directors are more open to innovation
and are more customer- and market-focused. However,
the insignificant association of other board characteristics
with differentiation is surprising and implies that differ-
entiators do not have a precise policy in shaping board
structure in line with their corporate strategy. Thus, they
are advised to shape their board structure in a way that
could better reflect corporate strategy. That said, moder-
ating effects provide some guidance for differentiators,
which implies that they can deploy their board structure
with a higher number of tenured directors and a smaller
number of skilled directors. Thus, similar to the cost
leaders, we also observed a mismatch between strategy-
board connection and shareholder expectation among
differentiators. Overall, our findings may help both cost
leaders and differentiators better shape their board struc-
tures considering the strategy-board-firm value nexus we
outlined in the present work.
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ENDNOTES
1 The Thomson Reuters Business Classification.
2 BSIZE, TQ, TQ-adj, CLEAD, TANG, RD, LVR and CURR were
winsorized by replacing the extreme values at both ends.

3 The distribution of the missing values was BTENUR (2.45%),
BSKILLS (1.01%), CLEAD (22.83%), DIFFER (0.17%) and
TANG (0.27%).

4 Namely, 21,294 records before 2013, 8775 records of financial
sectors, 319 records of countries with fewer than 10 firms, 8117
records of non-available observations from REGSE, PROMIN
and LAW, and 19 observations of significant multivariate outliers
were excluded from the initial sample.

5 According to the sector-level sample distributions, 20.68% of the
observations were from Industrials, 19.03% were from Consumer
Cyclicals, 12.97% were from Basic Materials, 11.03% were from
Technology, 10.45% were from Healthcare, 9.06% were from con-
sumer non-cyclicals, 8.62% were from Energy, 5.32% were from
Utilities, and 2.84% were from Telecommunications Services.

6 BSIZE was used as both a dependent variable and a control vari-
able. It was used as a control variable when it was not a depen-
dent variable or vice versa.

7 We preferred the lag model rather than the contemporaneous
model to reinforce the causality.

8 TQ-adj was used as the alternative dependent variable for firm
value in the robustness tests.

9 The coefficients of CLEAD*BGEND and DIFFER*BCULD
became significantly negative, while the coefficient of DIFFER*-
BINDEP became significantly positive, in the robustness checks.

10 NFEMD0: A dummy variable equaling 1 if the firm had at least
1 female director on the board, and 0 otherwise. NFEMD1: A
dummy variable equaling 1 if the firm had 1 female director on
the board, and 0 otherwise.NFEMD2: A dummy variable equal-
ing 1 if the firm had 2 female directors on the board, and 0 other-
wise.NFEMD3: A dummy variable equaling 1 if the firm had
3 female directors on the board, and 0 otherwise.NFEMD3M: A
dummy variable equaling 1 if the firm had 3 or more women
directors on the board, and 0 otherwise.

11 BSIZE1: A dummy variable equaling 1 if the board size ranged
between 3 and 7 members, and 0 otherwise. BSIZE2: A dummy
variable equaling 1 if the board size ranged between 8 and
12 members, and 0 otherwise. BSIZE3: A dummy variable equal-
ing 1 if the board size ranged between 13 and 17 members, and
0 otherwise. BSIZE4: A dummy variable equaling 1 if the board
size included 18 or more members, and 0 otherwise.
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APPENDIX A

TABLE A1 Country-level sampling

distribution. Country Unique firms Percent Data points Percent

1 Argentina 46 0.88 66 0.32

2 Australia 308 5.87 1523 7.37

3 Austria 23 0.44 68 0.33

4 Belgium 37 0.70 130 0.63

5 Brazil 78 1.49 368 1.78

6 Canada 245 4.67 1232 5.96

7 Chile 33 0.63 139 0.67

8 Colombia 15 0.29 48 0.23

9 Denmark 37 0.70 144 0.70

10 Finland 32 0.61 149 0.72

11 France 137 2.61 514 2.49

12 Germany 152 2.90 541 2.62

13 Greece 17 0.32 56 0.27

14 Hong Kong 187 3.56 441 2.13

15 India 112 2.13 443 2.14

16 Indonesia 33 0.63 172 0.83

17 Italy 71 1.35 202 0.98

18 Japan 375 7.14 2117 10.24

19 Korea; Republic (S. Korea) 117 2.23 572 2.77

20 Malaysia 49 0.93 246 1.19

21 Mexico 38 0.72 169 0.82

22 Netherlands 45 0.86 166 0.80

23 New Zealand 42 0.80 175 0.85

24 Norway 54 1.03 127 0.61

25 Peru 26 0.50 61 0.30

26 Philippines 16 0.30 93 0.45

27 Portugal 15 0.29 53 0.26

28 Singapore 32 0.61 177 0.86

29 South Africa 89 1.70 491 2.37

30 Spain 56 1.07 205 0.99

31 Sweden 110 2.10 305 1.48

32 Switzerland 98 1.87 306 1.48

33 Thailand 33 0.63 156 0.75

34 Turkey 43 0.82 106 0.51

35 United Kingdom 312 5.94 1376 6.65

36 United States of America 2137 40.70 7540 36.47

Total 5250 100.00 20,677 100.00

Note: This table presents the sample distribution across countries.
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TABLE A2 Multicollinearity analysis.

Variable VIF Variable VIF

REGQ(t-1) 3.81 REGQ(t-1) 3.82

GDP(t-1) 2.39 GDP(t-1) 2.40

PROMIN(t-1) 2.68 PROMIN(t-1) 2.70

REGSE(t-1) 2.25 REGSE(t-1) 2.26

VOACC(t-1) 2.20 VOACC(t-1) 2.22

DIFFER(t-1) 2.13 DIFFER(t-1) 2.13

CLEAD(t-1) 2.09 CLEAD(t-1) 2.10

LAW(t-1) 1.64 FSIZE(t-1) 1.80

FREEF(t-1) 1.57 LAW(t-1) 1.66

FSIZE(t-1) 1.45 FREEF(t-1) 1.57

CURR(t-1) 1.43 BSIZE(t-1) 1.45

RD(t-1) 1.43 CURR(t-1) 1.43

LVR(t-1) 1.22 RD(t-1) 1.43

TANG(t-1) 1.16 LVR(t-1) 1.22

CDUAL(t-1) 1.15 TANG(t-1) 1.16

CDUAL(t-1) 1.15

Mean VIF 1.91 Mean VIF 1.91

Note: This table presents the VIF (Variance Inflation Factor) values of the
models. All variables are defined in Table 1.
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