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PREFACE

Since 1959 Ashridge has earned the reputation of being one of the
world’s leading business schools. Through all our activities, from ex-
ecutive education and post-graduate qualification programmes to re-
search and consulting, we combine leading-edge thinking with a
strong practical focus. We believe that learning must be involving,
challenging and above all real, so that it does make a significant dif-
ference when applied in the workplace. To this end we have reinforced
and built upon the philosophy of our founders: that business needs to
inform and reflect the environment in which it operates. Our work
with clients and business school partners from all parts of the world
endorses this still further.

We know that globalization is not an isolated subject, as it integrates
with all organizational activities and as such creates fascinating business
and development opportunities. Our faculty’s expertise in globalization
has developed from research, observation, hands-on experience and
passion for the subject. We are therefore delighted that our faculty
members are able to share their learning and insights more widely by
contributing chapters to two complementary books published by John
Wiley & Sons.



x PREFACE

I hope you find that these two books Globalization: The Internal
Dynamic and Globalization: The External Pressures help you address your
own particular issues and I would be pleased to hear your thoughts and
comments on Ashridge’s approach to globalization.

Leslie Hannah
Chief executive
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EDITORS’ INTRODUCTION

Paul Kirkbride and Karen Ward

If the shelves of airport bookstalls are any indication, the 1990s were
the decade of globalization. Whether in the fields of business, manage-
ment, economics, information technology or e-commerce, the word
appeared to be on everyone’s lips. As a leading international business
school, Ashridge was not immune from such trends. The start of the
decade saw Ashridge adopt a clear strategy of internationalization, if
not globalization. It extensively expanded its work in continental
Europe as well as in Asia-Pacific and the United States.

In parallel with this move were several other trends within Ash-
ridge. Obviously, ‘globalization’ began to be taught more frequently
on development programmes as a special topic, but also other parts of
the ‘curriculum’ began to take on a more global dimension. Members
of the Ashridge faculty were increasingly working with more ‘global’
clients and researching more into various aspects of globalization. For
example, in 1993 Paul Kirkbride organized the Third Conference on
International Personnel and Human Resources Management at Ash-
ridge (Kirkbride, 1994). The theme for this conference was ‘Human
Resources Management in the New Europe of the 1990s” and it dealt



xiv EDITORS'INTRODUCTION

with a number of globalization issues, including the role of national
cultures, the developments in the European Union, the growth of
Eastern Europe, and the creation of pan-European managers. Karen
Ward spent the late 1990s researching and working with international
project teams. This research project culminated in the production of a
new model of international team working (Canney Davidson and
Ward, 1999). Ashridge also began a deliberate process of ‘interna-
tionalizing’ the faculty that led, by the end of the decade, to a faculty
with very diverse cultural origins and working experiences.

However, part of the role of a high-quality business school is its
ability to take an objective and critical look at topics and processes that
might simply be passing managerial ‘fads’. Our view is that innovations
in terms of new concepts tend to go through two distinct phases. In the
first phase, which we term recognition, the new concept attracts a great
deal of attention. Many people jump on the conceptual bandwagon
and rush into print with books and articles seeking to elucidate the
concept. Managers rush to seminars and conferences to learn all about
the new concept and the implications for their own organizations,
often fearing that they may be missing out on something important. At
the end of this phase the concept is high in the popular consciousness.
Everyone has heard of it and has an opinion on it. However, while
much heat has been generated in the discussions and debates around the
topic, there is often not quite so much light. There are a number of
examples of this process in recent years, ranging from ‘lean manufac-
turing’ to ‘business process reengineering’ to ‘emotional intelligence’.
Our argument is that globalization is yet another example of this trend.
Indeed, we would argue that globalization is a particularly good ex-
ample, as the globalization debate tended to get caught up within a
more general ‘fin de siécle’ or ‘millenniumist’” debate that saw globaliza-
tion as the arrival of a new epoch in the twenty-first century.

The second phase of dissemination, which we term understand-
ing, is more sober. Here the concept is held up to critical inspection
and evaluation in an attempt to distil its real elements. The protagonists
are not naive supporters of the idea but objective observers. It is our
contention that the concept of globalization is ripe for such a critical
reappraisal. This notion, plus the fact that many from within the
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Ashridge faculty had been doing research, either pure or applied, into
aspects of the topic, led to the suggestion that they should pool their
thoughts in a book on globalization. As this idea was debated, two
distinct books emerged. The first, Globalization: The External Pressures,
was edited by one of us (Kirkbride, 2001), while we worked together
to write chapters for, and edit, this second book on the internal aspects
of globalization. Both books are the products of authors who are full-
time Ashridge faculty, recent Ashridge faculty and/or Ashridge
associates.

This volume, Globalization: The Internal Dynamic, focuses on what
it really takes to become a global organization. We essentially argue
that, despite the rhetoric, few organizations are really global or trans-
national. This volume thus seeks to understand what such organizations
would look like and the potential barriers to true global status. It offers
practical advice in terms of what organizations would have to do to be
really global in nature. The companion volume, Globalization: The
External Pressures (Kirkbride, 2001), seeks to examine the concept of
globalization and the existence of global financial and labour markets.
It looks at the pressures towards globalization and at how organizations
are responding on a macro scale and, in terms of their external inter-
faces, with an increasingly global environment.

PLAN OF BOOK

In Chapter 1 Paul Kirkbride, Paul Pinnington and Karen Ward, all
from Ashridge, seek to examine whether the much hyped ‘global’
organizations exist in reality or are simply a myth fed by hyperbole and
an overexcited managerial literature. They suggest that a number of the
supposed drivers of this process are found to be wanting under a critical
spotlight. They also challenge whether companies are really global and
whether the much vaunted ‘global mindset’ exists in global organiza-
tions as well as in the global managerial literature. In opposition, they
assert that the cultural origins of specific country business models are
stronger than the ‘globalists’ would seek to suggest. Thus most ‘global’
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organizations are dominated by their home-country mindset. This
chapter also identifies the high human and personal cost of global
leadership roles.

Kirkbride, Pinnington and Ward then go on to list and describe a
number of problems and issues that companies face when seeking to
globalize, before concluding by trying to examine critically the nature
and complexion of a truly global organization. Here they outline a new
model of global organization that would allow companies to audit
themselves and see how far down the road to globalization they have
progressed.

Chapter 2 tackles the issue of designing your organization for
globalization. Karen Ward, from Ashridge, draws on her consulting
experience to identify the key barriers to global design. These include
the tendency to overelaborate; the tendency to promote similarity; the
inability to deal with conflict constructively; and the prevailing mecha-
nistic view of organizations. Karen then goes on to describe how to
design organizations for global success. This involves a careful consid-
eration of the key design ‘choices’; ensuring alignment to strategic
intent; the ability to live with the tensions of a multi-focus design; the
building of an organization that is customer facing and yet has clear
internal accountabilities; and the ability to achieve sufficient flexibility
to allow the organization to adapt to future changes. Karen illustrates
her argument with a number of examples and cases drawn from her
consulting work.

In Chapter 3 Paul Kirkbride, from Ashridge, and Robert West-
wood, from the Australian Graduate School of Management, seek to
explain the concept of culture and assess the degree to which culture is
really a barrier or problem for companies seeking a global presence.
Drawing extensively on the existing literature, their own research
work and their practical experience in cross-cultural settings, including
the Asia-Pacific region, they identify ten core dimensions of cultural
difference. These dimensions are illustrated, where appropriate, with
real-life cultural vignettes that serve to illuminate the practical nature of
some of the cultural barriers. Paul and Robert conclude by describing
how global organizations, and the global managers within them, can
develop greater cross-cultural understanding and sensitivity. They also
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address the perennial argument of convergence versus divergence of
cultures, concluding that, while it is impossible to predict the future,
culture and cultural difference will continue to be a significant issue and
problem. Organizations will have to address cultural issues in a much
more comprehensive way if they want to be truly ‘global” in scope and
nature.

Is organizational change different for global organizations? In
Chapter 4, Paul Kirkbride argues that the global nature of some organ-
izations raises a priori problems for the successful management of
change: problems that have been overlooked in the rush to globalize.
He identifies two main sets: the problem of scale and the problem of
cultural differences. In relation to the first, he uses structural inertia
theory to argue that any large organization, such as a multinational, will
find it very difficult, if not impossible, to meet global changes in its
environment by internal transformations as advocated by the popular
management literature. In relation to the second problem, he raises a
number of questions. Can a single change approach work across
cultural boundaries? Can particular changes, such as total quality man-
agement (TQM) or business process reengineering (BPR), be equally
applied in all cultures? Are change tools and techniques transferable?
And is change a universal truth? Using his own extensive research
experience and data from the Asia-Pacific region as examples, Paul
identifies problems in answering in the affirmative any of these ques-
tions. He concludes by offering some advice to global organizations
faced with a change agenda.

Chapter 5 moves on to consider the issue of organizational learn-
ing. Samreen Khan, from Ashridge Consulting, argues that in order to
achieve learning that supports and reinforces the strategic direction of
the business, organizations have both to define the individual learning
needs of their staff and to understand how culturally diverse staff learn.
Unfortunately, she argues, these two prerequisites are often in conflict
in the global organization. Samreen argues that the processes of defi-
ning the learning needs of individuals and allowing them to drive their
own learning form a paradox. She begins her analysis by considering
the key challenges for a global learning organization before analysing
the learning process from an individual perspective. She then turns her
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attention to the paradox that she raised at the start of the chapter and
suggests ways in which existing assumptions can be challenged and
transcended in an attempt to dissolve the paradox.

In Chapter 6, Cath Redman and Andrew Ettinger from the Ash-
ridge Learning Resource Centre approach the issue of organizational
learning from a rather different perspective. Their focus is on the rapid
expansion of global e-learning processes and systems. They describe
how organizations are using new technology to create e-learning sys-
tems that serve to link distant parts of global corporate empires. They
identify a number of trends, such as the expansion of the Internet, the
learning organization, knowledge management and intellectual capital,
which can be integrated through e-learning systems. Cath and Andrew
start by describing what is meant by a global e-learning environment
and discuss the rationale for developing such an environment. They
then spend time, using their extensive practical knowledge, in de-
scribing how to create the best e-learning environment for the learner.
After a discussion of the pros and cons of corporate universities, they
conclude by outlining their key success factors for global e-learning.

Karen Ward, from Ashridge, has spent the last few years studying
complex and virtual teams in multinationals. In Chapter 7 she shares
some of her experience and conclusions. Karen starts by establishing
why teams are so important to global organizations before moving on
to describe how to create successful teams in such organizations. She
introduces her four-phase model of team development, which charts in
detail the start-up, first meeting, strategic ‘moments’ and completion
and review phases of the team. Karen describes for each phase a num-
ber of examples of best practice and illustrates each phase with vignettes
and mini-cases taken from her research and consulting work.

In the early 1990s Stefan Wills was the joint author of an Ashridge
Report into the nature and competencies required by international
managers (Barham and Wills, 1993). This report identified a number of
key things that international managers had to ‘do’ but, more inter-
estingly, also identified the types of personal characteristics required by
successful international managers. These were grouped under the head-
ings of cognitive complexity, emotional energy and psychological ma-
turity. Eight years later, Stefan reflects in Chapter 8 on these original
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findings and his subsequent work in this area. In doing so, he develops
the original ideas and focuses on what he now terms the ‘head’, the
‘heart’ and the ‘soul’ required by potential global managers in their
leadership role.

In Chapter 9 Phil Hodgson, from Ashridge, and Randall White,
from Executive Development Group and the Fuqua School of Busi-
ness, Duke University, also consider the issue of global leadership, but
adopt a slightly different trajectory. They note that global leaders over
the ages have prized three forms of clarity: clarity of purpose, clarity of
external operation and clarity of internal operation. Phil and Randall
identify a further core leadership issue, the ability to handle the uncer-
tainty you face as a leader when tackling the increasing level of ambigu-
ity found in today’s external environments. They then proceed to
identify and explain eight behaviour enablers that they claim allow
leaders to cope with ambiguity and feel less uncertainty in the process.
As they suggest, ‘global leaders will need to lead their organizations
effectively towards uncertainty [and] this ability . . . is perhaps the most
important clarity of all’.

Chapter 10 represents the last of our three chapters on global
leadership. In this practical case study chapter, Paul Kirkbride considers
how Pirelli, a large Italian tyre and cable multinational, has begun to deal
with the issue of developing a global leadership capability. The case
focuses on the Pirelli Leadership Path, a programme rolled out
throughout the company’s worldwide operations during 2000/2001,
and, in particular, its implementation in the UK. Paul explains the Full
Range Leadership Model on which the initiative is based and then
outlines how the leadership path, involving training courses, 360 degree
teedback and personal coaching, was organized and delivered. Paul con-
cludes by trying to evaluate the success of the initiative and how this
leadership programme potentially links to the other components of the
‘six-ball’ model of global organization outlined in Chapter 1.
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GLOBALIZATION:

WHERE IS YOUR
ORGANIZATION
TODAY?

Paul Kirkbride, Paul Pinnington
and Karen Ward






CHAPTER 1

GLOBALIZATION:
WHERE IS YOUR
ORGANIZATION TODAY?

s identified in the introduction, the primary purpose of this
volume is critically to examine the globalization phenomenon from an
internal organizational perspective and to explore whether there is
substance behind the much hyped ‘global’ company. This first chapter
will look at global organizations in practice, explore the key charac-
teristics of a global organization and provide a framework for assessing
the extent to which your organization is moving towards, or has be-
come, truly global. Subsequent chapters will explore particular aspects
of global organizations in more detail.

However, the first challenge to pose is whether global organiza-
tions exist in reality rather than merely in the PR machines of the
world’s multinational companies (MNCs).

GLOBAL ORGANIZATION: MYTH OR REALITY?

As noted by Rhinesmith (1996), ‘globalization has arrived in the world,
but not in most of the world’s organizations’. To explore his assertion,
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we need to identify the different trends that are influencing globaliza-
tion and examine the extent to which these are affecting the way in
which organizations operate. Behind Rhinesmith’s comment is a view
that while the external drivers of globalization are well documented
(Kirkbride, 2001), their impact on actual business practice is more
limited. This will be the focus of this first section.

Pick up most business newspapers or magazines and somewhere in
their pages will be an article or comment on how the world is shrink-
ing, how we all live in one global community, how we need to work
faster and smarter in this virtual marketplace. In our companion vol-
ume (Kirkbride, 2001), we have labelled these views as ‘globalist’ and
critically contrasted them with the dissenting views of the ‘sceptics’,
‘transformationalists’ and ‘anti-globalists’ (Kirkbride, Pinnington and
Ward, 2001). Even 10 years ago multinational companies (MNCs)
accounted for almost a quarter of world trade and a quarter of the
world’s GNP (Bartlett and Ghoshal, 1999). Today, global business
continues to be dominated by the 500 largest MNCs. They account for
90 per cent of all the world’s foreign direct investment and over half its
trade. Over 40 per cent of the global market for US organizations such
as Coca-Cola, Gillette, Lucent, Boeing and GE Power Systems is in
Asia (Prahalad and Lieberthal, 1998: 78). If we glance into the future,
McKinsey estimates that over the next 30 years truly global markets
will produce and consume more than 80 per cent of the world’s GDP
versus 20 per cent today (Bryan and Fraser, 1999).

Over five years ago, the Institute for the Future, in its book Global
Work (O’Hara-Devereaux and Johansen, 1994), identified four ‘fault
lines’ that were driving organizations inexorably towards a global real-
ity: the globalization of consumerism; the transformation of the tradi-
tional hierarchy into a global network of interconnected roles; the
fragmentation of work and creation of global jobs; and the ascendancy
of knowledge as a primary global product. Since the publication of that
study, the fault lines have become deeper and the emergence of the
Internet has significantly speeded up the pace of the changes. So what
have been the organizational responses to these changes in the external
environment and how have they contributed to the notion of the
global organization?
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Bigger Is Better

As organizations have faced the changing demands of consumers and
the pressure to deliver cost-eftective, high-quality products and services
to multiple markets, one of the responses has been to buy global
capacity and scope through mergers and acquisitions. Recognizing that
organic growth was not going to give them economies of scale and
access to new markets quickly enough, many of the world’s top 500
companies have been involved in mega mergers as industries consoli-
date into a handful of global players. Examples include the automotive
industry, pharmaceuticals, white goods and soft drinks. The rhetoric
that accompanies the announcements of these consolidations usually
talks about access to extended customer bases across the globe, global
economies of scale that reduce costs and risks and being able to access
the best people from the global talent pool to develop innovative global
products and services, thereby giving the impression that the key driver
behind this consolidation is the intent to become a truly global
organization.

However, behind the newspaper headlines and the much-hyped
press conferences to the global analyst community, the practice for
many companies is very different. Although on paper the consolidation
gives them extended global reach, the reality of integrating two or
more diverse organizations globally with highly developed and distinct
structures, processes and mindsets proves to be a complex challenge.
They are so focused on trying to make the new organization work
effectively that they take their eyes off the external marketplace and
provide space for local and regional competitors to steal market oppor-
tunities. Three examples from different industries illustrate some of the
challenges of assuming that ‘bigger is better’ when it comes to playing
on the global stage.

A good example of the power of the strategic hype over the
reality of integration and implementation is the DaimlerChrysler
merger that is currently disappointing shareholders. The initial
reaction in the financial communities to Daimler-Benz’s bold
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move was overwhelmingly positive. Many commentators at the
time heralded it as the beginning of the next era of global auto-
motive players. Yet, although in theory the initial merger and the
subsequent integration of Hyundai and Mitsubishi create a global
giant in the automotive industry, the jury is still out as to whether
the cost of making such different organizations work together
effectively will outweigh any of the global strategic benefits that
drove the initial consolidation. Integrating German, American
and Japanese norms, values and beliefs into one common global
culture is not something that will happen overnight, particularly
when the mindset of the senior managers is predominantly rooted
in the German culture.

In some industries the preferred route to global expansion has
been through creating global alliance networks rather than
through mergers and acquisitions, yet integrating these global
alliances has proven equally challenging. For example, in the
airline industry, the oneworld and Star alliances face a number of
issues, such as should they move to full code sharing agreements
or looser contractual arrangements; how can they harmonize ser-
vice levels with alliance partners (e.g. Lufthansa, Singapore Air-
lines and Thai Airways); and how does the alliance develop a
global mindset rather than a German or Anglo-American mind-
set. Even more challenging is how you create a common cus-
tomer experience across carriers from national cultures with
fundamentally different perspectives on customer service. Yet the
espoused aim of these alliances is to provide a seamless service for
the globe-trotting executive.

A recent study by the management consulting firm A.T. Kearney
concludes that merged pharmaceutical companies create signifi-
cantly less economic value than independent pharmaceutical
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players, challenging a dominant belief in the industry that global
reach is the key determinant of success (The Economist, 1998).

So although globalization appears to have driven industry consolida-
tion, it has not necessarily resulted in the creation of effective global

organizations.

Global Brands

One of the most visible signs of globalization to managers consists in
the increasingly familiar products and services that appear to be present
in every city: we pick up the same model car from our preferred rental
company, drive to check in at the hotel chain where we have a fre-
quent stayer account and order a meal from a room-service menu that
offers a ‘global’ standard range of dishes. Similarly, to the average
person on the street, globalization is the changing face of some of the
familiar products they put into their shopping baskets each week. For
example, in the UK market there is currently a massive advertising
campaign on television and in print to let consumers know that a
cleaning product formally known as Jif has been changed to Cif. The
purpose of the name change was for the manufacturer to have one
common brand name across the European market.

Identifying which brands are local and which should become
regional or global is a crucial decision for a global company. Not only
does it educate the consumer to accept regional or global products, but
it can be the route to significant cost advantages. For example, Volvo
has achieved significant premiums by substituting its brand for acquired
brands. Similarly, Interbrew has decided that Stella Artois, Hoogaarden
and Lefte are to be global brands offering scope for economies of scale
in product development, production and marketing. On the other
hand, Electrolux has determined that in Europe, Electrolux, Zanussi
and AEG will be positioned as regional brands to take into account
local preferences. And despite Coca-Cola being known for its ‘global’
domination of the soft drinks market, CEO Douglas Daft recently
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announced that world-wide decision making would be pushed down
to the local level. Coca-Cola would embrace local brands and flavours
and move away from American advertising, for example using
Bollywood stars in India. This has led to 6000 employees losing their
jobs in the global headquarters in Atlanta.

The implementation of a global brand strategy lasts for decades,
not years, in many industries and has to take into account the different
positioning in individual markets. On a recent global brand manager
development programme, the participants were asked to bring ex-
amples of their global products. In one case a cleaning product that was
a leading ‘global’ brand for the organization had 14 variations to ac-
commodate various regional markets — and those were only the ex-
amples that made it to the course. So the reality is often very different
from the media myth created in the eyes of the consumer: even global
giants have to accommodate changing consumer preferences.

How Global Is Global?

Despite all the talk of global reach and global brands, when you take a
closer look at the source of sales revenue of even the bigger multina-
tionals, it is usually concentrated in the developed world and in a few key
markets. Most multinational enterprises (MNEs) have a global presence
but are organized on a regional basis in the triad markets of North
America, Europe and Asia. In addition, most of the decisions in develop-
ment, marketing and production are made at a regional level because of
different government regulations and consumer needs. For example, 95
per cent of all the motor vehicles produced in Europe are sold in Europe.
Table 1.1 illustrates the comparative global market shares for Volks-
wagen and Electrolux in 1996 and 1999/2000. Despite both organiza-
tions shifting their sales away from their home markets, for VW the
growth has been concentrated in the rest of the European market and
North America, with very modest growth in Asia-Pacific and a reduc-
tion in the Latin American markets. Electrolux, on the other hand, while
reducing its reliance on its European home markets, has only grown in
non-EU Europe and North America and declined in all other markets.
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Table 1.1  Global sales revenue by region (% of total global market)

Volkswagen 1996 2000 Electrolux 1996 1999
Germany 63.9 28.7 EU 52.4 42.7
Rest of Europe 17.7 39.8 Rest of Europe 7 7.5
North America 2.8 19.8 North America 27.2 39.9
Latin America 14.2 6 Latin America 6.4 3.8
Other countries 1.4 Asia 4.2 3.7
Africa 1.2 Middle East 0.9 0.6
Asia-Pacific 4.5 Africa 0.9 0.9
Oceania 1 0.9
Total 100 100 100 100

Source: Electrolux and Volkswagen annual reports.

Yet does activity in these key markets reflect a truly global organ-
ization? A range of evidence would suggest not. First, we can explore
the extent to which consumers in Europe, Japan and North America
are representative of consumers globally. An e-mail that has been cir-
culating on the Internet recently paints quite a different picture of how
the world is actually shaped today.

The Harter E-mail

If we shrink the current population of the globe to a village of
precisely 100 people, with all the existing human ratios remaining
the same, the village would be populated by the following
people:

B 57 Asians, 8 Africans, 21 Europeans and 14 from the re-
maining western hemisphere — north and south

B 52 women and 48 men

70 non-whites and 30 whites

B 70 non-Christian and only 30 Christian
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6 of these people would possess 59 per cent of the entire
world’s wealth and all 6 would be from the USA

70 would be unable to read

50 would suffer from malnutrition

1 would have a college education

1 would own a computer

Source: Fast Company, 2001.

As this e-mail dramatically illustrates, the majority of the world does
not live in the western hemisphere in the developed consumer markets
of existing global companies, but rather in the developing world with
emerging markets.

Organizations have been slowly waking up to the fact that the
future for many industries does not lie in existing markets but in the
rapidly growing emerging markets of China, India and Brazil. The
Financial Times (FT) list in 1999 of the world’s top 500 companies based
on market capitalization includes only one company from India and
none from mainland China. This will definitely change over the next
1020 years. As Prahalad and Lieberthal (1998) note, ‘a vast consumer
base of hundreds of millions of people is developing rapidly’, which
offers significant potential for the so-called global players in each
industry.

Yet evidence from the last two decades indicates that emerging
markets can be a nightmare for global companies. For example, de-
spite being a leading player in the global white-goods industry,
Whirlpool has recently lost $100 million in China. Some of the more
obvious hurdles companies face as they try and enter these new mar-
kets include:

B Legal and political constraints, e.g. an insistence on local joint
ventures, a lack of legislation to stop copying of intellectual
capital, a legal system that fails to support contracts.

B Difficulty in obtaining market data.

B High transportation costs as a result of poor infrastructure.
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B  Complicated distribution channels dominated by local
relationships.

However, some more subtle barriers are also at play, which stem from
the imperialist mindset of the current dominant ‘global” players. There
has been an assumption among global executives that their organizations
could export their current business models around the world — often
with significant negative consequences.

One key misunderstanding has been the analysis of the size and
nature of business opportunity in these emerging markets. Wooed
with tales of a growing middle class starved of consumer choice and
ready to spend their new-found wealth, global players have been
falling over themselves to gain a share of this apparently limitless
market potential. The reality has been a much more sobering
experience.

Global segments in emerging markets have proven to be much
smaller than initial estimates and local competitors more aggressive
than expected. Global players have failed to segment the new consumer
base appropriately and have assumed that consumers would behave in
similar patterns to existing markets. After 20 years of studying these
markets, Prahalad and Lieberthal (1998) have concluded that there are
some significant differences, as indicated below:

B Consumers, although more affluent than 10 years ago, are not
affluent by western standards. For example, in China only 2
million consumers have purchasing power over $20 000, while
330 million have purchasing power of between $5000 and
$10 000.

B A relatively small number of consumers are attracted to ‘global’
brands and have the money to afford these products and services.
For example, 7 million consumers fall into this global segment in
India, whereas 125 million potential consumers are still loyal to
local products.

B The ‘luxury’ or ‘global’ segment begins at a much lower price
barrier. For example, to avoid the ‘luxury’ car market in emerg-
ing markets products need to be positioned well below $20 000.
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B Consumers are more focused on the price—performance ratio
than are their western counterparts.

The net result is that in many emerging markets, all the global players
are concentrated in a small high-value niche segment, constricted by
local competitors dominating the other segments. For example,
Revlon competes for 3 per cent of the Chinese market, whereas
Tahoma, its local competitor, aims at half the market. Similarly, the
Chinese premium beer market accounts for approximately 15 per cent
of total beer consumption. Yet Fosters, Lion Nathan, Heineken, San
Miguel, Asshir, Interbrew, Anheuser-Busch and South African
Breweries are all fighting for a share of this sector, with Coors Carl-
sberg and others waiting in the wings for an opportunity to enter. All
the global players, with one exception, are currently making losses in
their Chinese operation.

Besides competing in a small global segment, the arrival of foreign
global players stirs the local companies to action. Aggressive local
players have been able to restrict and in some cases reduce the size of
the global opportunity, as shown in the following examples.

Jollibee foods in the Philippines overcame an onslaught from
McDonald’s by upgrading service and delivery standards but also
developing value menus customized to local tastes. Along with
noodle and rice meals made with fish, Jollibee created a ham-
burger seasoned with garlic and soy sauce, allowing it to capture
75 per cent of the burger market and 56 per cent of the fast-food
business in the Philippines.

Bajaj Motors forced Honda out of the Indian scooter market by
strengthening its distribution and investing more in R&D specifi-
cally targeted to the local market.
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Kellogg’s spent a fortune trying to get consumers in India to buy
its products, only to be undercut by local competitors who started
to make breakfast cereals based on more familiar flavours.

Similarly, there are ‘local’ players in the emerging markets who are not
content to stay as such and will soon be taking on the current ‘global’
players at their own game. For example, the list of Chinese contenders
includes Boshan Iron and Steel (steelmaking), Haier Group (appli-
ances), Sichuan Changhong (television), North China Pharmaceutical
(drugs), Peking University Founder Group (computer software) and
Legend Holdings (personal computers).

Having dominated the Chinese market, the Haier Group has now
launched in the US white-goods market and its global ambition is
clear.

Indian contenders will come initially from the software industry,
for example Infosys Technologies, which in 1999 became the first
Indian company listed on the NASDAQ, Satyam Infoway, WIPRO,
NIIT, and the HCL Group. Examples from other industries include
ICICI in financial services, Ranabasey in pharmaceuticals, Reliance
Industries in petrochemicals and the diversified Tata Group. Indian
companies are now buying western brands. For example, Tata Tea has
acquired Tetley, the inventor of tea bags, market leader in the UK and
Canada and No. 2 in the US market. Its vice-chairman was quoted in
the Financial Times: “This is a first step in globalisation. Tetley brings
sophisticated tea blending skills and quality control which are essential
if we are to secure global leadership for Indian tea’ (Merchant and
Pretzlick, 2000).

A recent European study that tested the extent of true
globalization within global organizations also backed this narrow defi-
nition of ‘global’. It concluded that ‘global managers are less in evi-
dence than is commonly believed and that in fact regional management
is far more widespread’ (Roure ef al., 1993). Prahalad and Lieberthal
conclude that if multinationals are seriously going to become true
global players by participating fully and effectively in current emerging
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markets, then they will have ‘to develop a new mindset and adopt new
business models to achieve global competitiveness’ (1998: 79). The
next section explores this issue of mindset and prevailing business
models.

Global Mindset: Does it Exist?

So what is meant by a new mindset to lead global organizations and
why is it important? Rhinesmith (1996) notes that ‘the real vul-
nerability [of organizations going global] may lie in the lack of a global
mindset’. Bartlett and Ghoshal (1999) also comment that a global
mindset is a prerequisite if companies are going to evolve to a trans-
national operating model for competing effectively in the global
marketplace.

A mindset can be defined as a predisposition to see the world in a
particular way — a filter through which to look at the world. It is often
seen as a way of being rather than a specific set of skills, although many
researchers have tried to document the underlying characteristics of
effective global managers (Barham and Wills, 1993 and Wills, Chapter
8 in this volume). The definition used by Rhinesmith in his book for
global managers is ‘an openness to other cultures that facilitates
international dealings and decisions’, yet he also notes that this sen-
sitivity to cultural diversity is something that ‘few people possess natu-
rally’ (1996: 32). Commentators seem to agree that a global mindset is
desirable and should be prevalent in global organizations, yet what is
the evidence?

Our experience working with a number of ‘global’ corporations
indicates that unless they actively seek to introduce diversity into the
organization, a monocultural mindset can dominate long after the busi-
ness conditions have become global. Is this so surprising? As individ-
uals, we are all conditioned by the cultural norms, values, beliefs and
assumptions of the world in which we grew up. We have been influ-
enced by the dominant assumptions of the national psyche in which we
were educated and have worked. Hofstede (1999) goes as far as to state
that those cultural values are shaped in our early experiences, so that
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‘after the age of 12 . . . such values . . . are hardly changeable’. While
other commentators may disagree with such a prognosis, there is much
research to support Hofstede’s view that national cultural values will
fundamentally affect an organization’s attitude and ability to operate
globally. Just like individuals, companies have roots and often a strong
cultural heritage that grows from their national origin. Examples would
include IKEA from Sweden, Volkswagen from Germany and Glaxo-
SmithKline from the UK. Their approaches to structure, funding,
technology transfer and research and development may differ due to
the different values of their countries of origin. These also create dif-
ferent blind spots for each organization as it moves into new global
arenas.

One indicator of the extent to which a company is likely to
possess a global mindset is to conduct an analysis of its top team. In too
many cases the originating culture predominates: Germans run German
companies, Swedes run Swedish companies and so on, even where the
company is present in multiple locations around the world. Recently
there has been some evidence that this is changing, however. Prahalad
and Lieberthal (1998) predict that if boards are to reflect the markets
where their companies operate, in ten years’ time up to 3040 per cent
of the top team should come from countries like China, India and
Brazil. Unilever is leading the way with the appointment of Keki
Dadiseth, chairman of Hindustan Lever, as a Unilever main board
director. However, as globalization accelerates, the need becomes
greater for all levels of the organization and not just senior managers to
develop a global mindset. A systems analyst in Italy may interact on a
daily basis with a software programmer in India. A sales manager in
Germany or the UK might be part of a global Wal-Mart account team
and be working together with their American colleagues on a regular
basis.

The key to a truly global mindset is deep self-awareness: the
ability to know what informs your way of seeing the world and a
knowledge that your way of seeing is only one of a myriad of valid
alternative perspectives. It is a recognition of your blind spots and an
openness and curiosity about differences. As Rhinesmith (1996) points
out, ‘the more you know about, and the less you are restrained by your
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own cultural attitudes, the more effectively you can contribute’ within
a global organization. Although seemingly obvious in theory, our ex-
perience is that actual practice is less common. As Hofstede (1999)
notes, many managers of global organizations have been raised in
cultures where self-awareness or reflection has not been encouraged or
valued. Indeed, in many global companies the emphasis is on action,
doing and busyness.

Creating a global mindset will not happen by accident, it
requires concerted effort over a sustained period. Heimer (1994) has
demonstrated that selection on to the boards of global companies is
largely determined ‘by tradition rather than innovation’, with
incumbent CEOs selecting new board members by ‘operating within
their own networks’. If these networks are predominantly
monocultural, the profile of the senior team will not change
dramatically and any external appointments are likely to be rejected,
as the dominant mindset of the other board members is too similar
and unable to see the world differently. Prahalad and Oosterveld
(1999) also note that ‘senior managers, against all good advice and
their better judgement, entrust new tasks to old friends who may not
be prepared for it’.

Some organizations are trying to manage this issue actively. To
accelerate the development of a global mindset in ABB, for example,
former chief executive Goran Lindhal asked a group of Asian and
Indian managers to work on the ‘ABB bible’. That was to produce a set
of values that would be acceptable to the Indian and Chinese cultures
and religions, as well as the Christian values that underpin the original
‘ABB bible’. Electrolux, Volkswagen and Philips Semiconductors all
run cross-cultural, cross-functional development programmes for
their global high-potential managers (see Kirkbride and Westwood,
Chapter 3, this volume). Some nations see the issue as more critical
than others: there are an estimated 50 000 Japanese business people in
New York with good English, compared to a mere 500 US business
people in Tokyo with good Japanese. Although the theory of global
organizations developing managers with global mindsets is an attractive
one, the barriers to achieving it in practice are therefore not
insignificant.
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Dominant Business Models

Another aspect of developing global mindsets within organizations is to
examine the origins of the dominant models and theories of organization
and management that inform the thinking of these global organizations.
A quick glance at any undergraduate or post-graduate business syllabus
reveals a significant bias towards texts originating from US or European
authors. Yet if we explore the dominant cultural assumptions of these
countries, it is highly questionable how globally appropriate some of
these assumptions are (see Kirkbride and Westwood, Chapter 3, this
volume). As Hofstede (1999) notes, management as a concept originated
in Britain in 1776 and was then developed over 100 years later in the
US, where it was promoted to a separate field of study. Both the US and
Britain were ‘strongly individualist societies’ already and ‘all theories of
management that were developed subsequently betray their individualist
roots’. However, the majority of the world’s population, particularly in
many emerging markets, does not share these cultural norms. Similarly,
as Prahalad and Oosterveld (1999) note, over time companies develop
sets of managerial routines and ‘the more successtul the firm, the more
entrenched the managerial routines’. They also conclude that because
managers are all socialized in the same organizational values and norms,
they may not even ‘have an intellectual understanding of (much less
experience with) an alternate model of managing’ a global organization.
To illustrate how dominant mindsets can profoundly influence man-
agement practices, D’Iribarnes (1997) studied three identical plants based
in France, the Netherlands and the USA, which belonged to one
organization. He was able to control for organizational and technological
variables, focus on the national cultural impact and vividly demonstrated
that the working practices on the shop floor of each plant were funda-
mentally different. He refutes the ‘universality of management fads by
showing how life in each country follows a line of historical continuity’.

However, before we all get deeply depressed and conclude that if
we do not currently have a global mindset we will never be able to
develop one, take heart from the following. Even researchers working
in the field of cross-cultural understanding are prone to the cultural bias
of their own roots. Hofstede (1999) himself acknowledges that his
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initial research overlooked a critical cultural dimension (long- versus
short-term orientation) on which the economic success of the
developing Asian economies has subsequently been predicated. It took
a team of Chinese researchers working with Professor Michael Bond in
Hong Kong to see the gap in Hofstede’s original study. Recent
research by Bartlett and Ghoshal (1999) indicates that this dominant
mindset can open doors for aspiring global wannabes from emerging
markets. They can use their newcomer status to challenge the rules of
the game, capitalizing on the inflexibilities in the existing players’
business models. For example, BRL Hardy, Australian wine producers,
have developed very innovative strategies that have helped them
penetrate the established and mature UK market.

This discussion of developing global mindsets within global
organizations is based on a fundamental assumption that could be
tragically flawed: that employees around the world aspire to be global
leaders working in global organizations; in other words, that there are
enough individuals out there who are both willing and able to become
global players. Yet there is increasing evidence in the global
organizations with which we are working that managers should not
take this for granted — unless they change the way they are currently
implementing their global strategies.

Burn-out: Who Wants to Be a Global Leader Anyway?

Part of the ambivalence on the part of employees is due to the question of
whether their organization is implementing its global aspirations in a
sustainable fashion. Evidence from working with numerous global leaders
indicates that while the strategic benefits of globalization to an organiz-
ation are high, the costs of delivering these benefits in human terms may
be unsustainable in the long term. Organizations are implementing global-
ization in a manner that will lead to individual and organizational burn-
out, which will in turn affect their ability to attract and retain key staft.
Role modelling by senior managers is critical in setting the style of
global working within an organization. If staft see senior managers con-
tinuously travelling, getting oft the ‘red eye’, coming straight to the office
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and working through a full day, or using the weekends to travel to ensure
that they are in an overseas office for a full working week, then it is not
surprising that these organizations quickly have an escalating travel bill
and an increasingly exhausted workforce. The following quote from one
department typifies the usual pattern in organizations:

Unfortunately our Divisional VP was too busy travelling to have much impact
on our performance.

Part of the difficulty we see in many global organizations is due to the
difference in lifestyle between some senior managers and the majority of
staff who have to make global organizations work. First, the majority of
senior managers we encounter are over 45, male and have followed their
chosen career for a number of years. If they have children, these are usually
adult and no longer living at home. Their model of global work is often
the colonial expatriate cadre, who have chosen to spend their career
moving every two to three years to far-flung parts of the world. The
senior managers we encounter who are younger than this or are female
have often made a conscious decision to put their career before their
family and many are single, divorced or have partners in equally
responsible roles. Employees around the world, on the other hand, can be
of all ages and have very diverse family and personal circumstances. They
may not have chosen to dedicate their career to one organization and may
not be prepared to sacrifice their personal life for work to such an extent.
There is increasing evidence that a macho style of globalization
(where executives compete to see who can notch up the most frequent
flyer miles) is marginalizing whole sections of the global workforce.
The most obvious group affected are parents, for whom long stretches
away from home mean missing large chunks of their children’s
development. As one global brand manager commented: ‘It’s a great
job if'you don’t want a life.” This expectation of being able to jump on
a plane at a moment’s notice tends to discriminate against female
managers, who typically still have most responsibility for childcare.
This style of global management is a barrier to creating a culturally
diverse management cadre and may create a ‘glass ceiling’ within the
organization. While many Japanese, US and increasingly European man-
agers seem to be resigned to this style of global working, many cultures
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around the world place far more emphasis on community and family
values and it would not only be personally but also socially unacceptable to
be seen to ‘neglect’” your community and family responsibilities in this way.
The practice also acts as a significant barrier to recruiting younger genera-
tions of talent. Recent graduate surveys in a number of countries have
highlighted that work-life balance and individual career paths are now at
the top of their criteria when selecting prospective employers.

Even for experienced managers who seem to have found ways to
balance a global role and family life successfully, the impact of this
‘macho’ style can be more subtle, as the following vignette illustrates.

A senior manager was appointed to a newly created global role,
which required him to spend half his time overseas. Fortunately
his children were grown up and his wife was about to take early
retirement. He came to an agreement with his organization that
instead of flying business class, he would fly economy and his wife
would accompany him. This cost the company no extra money
and it met the needs of the couple. In addition, there were
intangible benefits for the company of the wife accompanying the
executive, as they were often doing business in countries where
family values are held in high esteem and the wife was able to act
as an ambassador for the company with clients. This arrangement
worked very successfully for all concerned for two years.

However, when the manager’s company was subject to a
takeover and the manager had to apply for a new role — again a
global one — he was unsuccesstul. One of the reasons given was
that if he needed to take his wife with him, he probably was not
up to the job!

Two years later members of the senior management team
who took this decision were willing to admit privately that they
had made a mistake, but only after the ‘successful’ candidate had
lost them significant business due to his cultural insensitivities.

Our experience of this style of global leadership is that it is simply not
sustainable in the long run, neither from a financial nor a human cost
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perspective. Senior managers need to demonstrate a more ‘humane’ way
of being an effective global leader. They need to recognize that if some-
one is not prepared to make the same sacrifices as they have, it does not
mean that they cannot make a valuable contribution as a global player.
They can learn to use technology to support their global working, for
example conducting effective meetings using phone or videocon-
terences, rather than clocking up the air miles. They can also explore
ways of conducting international business that meets the needs of both
the company and individuals, as the following example illustrates.

One organization introduced guidelines that all international team
meetings had to be scheduled on Tuesday, Wednesday and/or Thurs-
day, to enable all participants to travel during the ‘core’ business
week. Scheduling international meetings during public holidays of
any of the team members was also discouraged. This had the added
bonus of encouraging team members to learn more about other
members’ customs so they knew what public holidays to avoid.

In practice, many managers chose to do additional personal
local business when they were at a location for a team meeting
and maximize their travelling time. However, this was their
decision and if they needed to be back home for the weekend,
international team business did not prevent that.

More importantly than developing and encouraging staft to widen their
horizons and participate in global teams and assignments, senior managers
need to consider how they are going to expand their personal experience
of working globally. Seeing how it works in practice is often a sobering
lesson for many senior managers exhorting the benefits of globalization.

Learning as a Source of Global Competitive Advantage

The final myth of global organizations to be explored in this section is
the extent to which an organization can develop a unique competitive
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advantage by leveraging its global intellectual capital and bringing it to
bear irrespective of location. The rhetoric argues that in global indus-
tries, traditional advantages in terms of access to a wider customer base,
cheaper raw materials, alternative distribution channels and so on are
breaking down and competitive advantage will increasingly be based
on leveraging intangibles. One of the critical core competencies of a
global organization will be how well it leverages its intellectual capital,
which is a major intangible source of advantage. The ability to develop
a learning organization underpins its capability for doing this. Many
companies aspire to being a learning organization, but few achieve it.
Even at the most basic level, balancing the tensions inherent in
delivering global efficiency while simultaneously being locally
responsive depends on the ease and skill with which organizations
accumulate and distribute information internally. For example, ABB
won a rail contract in the USA against the locally dominant GE by
drawing on its European experience, technology and knowledge of
similar contracts.

A good example of an organization that is attempting to transfer
learning between key markets is Jollibee foods, the Philippines fast-
food company that we saw earlier has successfully defended its home
market against the onslaught of McDonald’s by tailoring products to
local tastes. It is now taking on McDonald’s in that company’s back
yard since it entered the US market a year ago. Jollibee’s US operation
already sources chicken and beef supplies for US restaurants from
South-East Asia, building on existing strong relationships with local
Asian suppliers and offering significant economies of scale. Back in the
home market, on the other hand, its Philippines stores have launched a
cheesy bacon and mushroom sandwich originally developed for the US
market.

Recent research by Doz, Santos and Williamson (2001) suggests
that the companies with the greatest ability to learn are ‘born in the
wrong place’. By this they mean that their home market is too small to
sustain growth for any length of time and they are thus forced early in
their organizational life to look beyond their domestic borders for
continued growth. Consequently as they grow, the revenue from their
home market represents a very small percentage of their global
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turnover (examples include Nokia and Nestlé). These companies are
almost forced to develop a competence in leveraging their intellectual
capital across borders and boundaries. Others may be insulated or
indeed protected from this pressure, if their home market represents
50-80 per cent of their turnover, as is the case for many American
companies.

The critical issue for organizations if they want to make this
approach work is to develop a culture that enables the best solution
from one part of the organization to be transferred and modified to
meet the needs of the rest of the organization; a ‘not invented here’
mentality is the death knell for many global organizations. For ex-
ample, UK retail group Kingfisher has built its pan-European business
around expertise in its French team. In the company’s view, the French
Darty operation has been so successful that it should be adopted as the
role model for other European operations.

Global organizations develop a learning organization in two ways:
technologically and by building personal networks. Clearly there must
be an infrastructure that facilitates access to relevant and timely data and
information, but too often organizations focus on the technological
infrastructure at the expense of the latter. The two must work together.
A leading-edge intranet won’t build competitive advantage on its own
— it needs to be used by staff who know what they need to access, and
when. As Rhinesmith (1996) notes, ‘to be global, a company . . . must
have a corporate culture and value system that allow it to move its
resources anywhere in the world to achieve the greatest competitive
advantage’. However, experience of working in global organizations
indicates that this is easier said than done. Building the personal net-
works that underpin a learning organization is not a short-term activity
and requires some thought and investment from the corporate centre.
The networks are built during such activities as cross-functional strat-
egy meetings, international assignments and projects, international
management development programmes and so on. As these activities
can be expensive, they are often the first to be axed in times of reces-
sion, despite the fact that they are fundamental to building a global

learning organization.
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The initial discussion in this chapter has focused on the gap that
often exists between an organization’s espoused global ‘strategic intent’
and the reality of its ‘strategy in action’. It has highlighted that even
those players generally recognized as the global leaders in their industry
are still heavily biased to home markets and certain regions of the
world. The discussion has also sought to question the reality of imple-
menting some of the taken-for-granted features of global organizations:
that bigger is necessarily better; that global mindsets are integral to
being a global leader; that global brands actually exist; that being a
global leader is an attractive proposition to employees; and that know-
ledge and information can be a global commodity. Yet even when
organizations recognize these challenges and proactively try to align
their organizations with their global aspirations, there are still hurdles to
overcome, as discussed in the next section.

PROBLEMS AND ISSUES ENCOUNTERED
WHEN GLOBALIZING

Investing in the Future and Keeping Your Current
Shareholders Happy

One of the greatest dilemmas facing leaders of organizations attempting
to become global is how to deliver short-term goals and targets while
simultaneously realigning and developing the organization itself.
Developing a global business takes time. Building global brands,
achieving significant shares in emerging markets, integrating acquisi-
tions, developing new cultures, aligning organizational designs and
processes and developing global leaders do not happen overnight.

The short-term pressure comes from two primary sources: inter-
nal and external. Many global organizations have their cultural heritage
rooted in norms and belief systems where action and doing are valued
over reflection and being (Hampden-Turner and Trompenaars, 1993).
Time is considered to be a scarce resource and is valued at a premium.
Hampden-Turner and Trompenaars identify these cultural assumptions
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as driving specific strategic and competitive behaviour, as illustrated in
the following examples:

A global automotive company, which had a very strong produc-
tion and engineering culture, had a planning cycle that was a daily
ritual and there was strong mistrust of any forecasts that looked
further than three months ahead. This made it very difticult for
the marketing function to explore car-buying trends over the

longer term.

A global IT company had incentivized its staff on sales of its
existing market-leading product. They were so focused on the
monthly and quarterly revenue, sales and market share data that
fed into their incentive payments that they failed to notice that
changes in the technology arena, e.g. the Internet, were eroding
the long-term market for all their core products.

The organization’s dominant cultural norms and beliefs may therefore
predispose it to favouring the short term. Hofstede (1999) notes that
the cultural dimension long- versus short-term orientation (see
Kirkbride and Westwood, Chapter 3, this volume) has been a consis-
tent predictor of economic success in the last couple of decades, with
most of the strong Asian economies possessing a long-term orientation.
Rhinesmith also notes that the improvement required to achieve sus-
tainable global competitive advantage ‘cannot be achieved without a
capacity for reflection’ (1996: 32). The short-term perspective adopted
by many external stakeholders — analysts, fund managers and share-
holders — then compounds this internal drive to the short term. The
digital economy results in increased transparency so that the short-term
performance of the organization is under intense scrutiny from all
stakeholders. Therefore, global companies face the challenging task of
managing the long term and the short term at the same time.
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Superstitious Learning

The second dilemma facing aspiring global organizations is knowing
when you are getting it right, because deciding you need to operate
globally and actually implementing that decision do not always go
smoothly. If you have only operated within your domestic market, you
may make several initial tentative steps into overseas markets with
varying degrees of success. Often these initial forays are opportunistic:

B You are thinking about operating outside your home market
and you meet a senior manager of an overseas competitor at a
conference or trade show. You get chatting and discover that the
other company is looking for a joint venture in one of the
countries into which you had been considering expanding.

B Your sales and marketing director is approached by a local dis-
tributor offering you first refusal on an exclusivity deal for an
attractive market sector in his market.

Seizing these types of opportunity and experimenting with different
approaches to going global are, in principle, positive activities. The
difficulty arises if the organization does not view what it is doing as an
experiment and therefore does not put in place processes to review the
experiment and capture the learning.

What then happens in organizations is what we term ‘superstitious
learning’. An organization steps outside its domestic market and gets its
fingers burned. For example, it fails to penetrate the market as planned,
eventually withdrawing after having ‘lost’ significant sums. It fails to
learn from the experience to help it build its global know-how for the
longer term. The norms and assumptions of operating in its domestic
market shape the mindset of management during this time. It therefore
views its overseas experience through that filter, which may or may not
be appropriate. Through this filter it may not understand what really
happened and why it had problems, but draws conclusions based on its
assumptions and beliefs, often inappropriately. For example, one
organization that entered the Indian market 15 years ago, well ahead of
the competition, lost significant money on the venture. This was
primarily due to a lack of understanding of the distribution system
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operating in India at that time, which the experience highlighted.
However, the board concluded that India was ‘too difficult’ and conse-
quently the Indian market has been overlooked in all subsequent strate-
gic reviews of potential markets. This is despite the fact that only one of
the original board is still in post — the myth has won out over the reality
of what really happened.

Attracting and Retaining Global Talent

The third problem was touched on in the previous section, but is so
often raised by global leaders and management commentators that it is
worth exploring further. One of the main problems faced by companies
implementing global strategies is the lack of leadership talent with the
experience and cultural sensitivity required to be successful, especially in
emerging markets. Jacques Nasser, CEO of Ford, is a rare exception. He
was born in Lebanon, grew up in Australia and joined Ford there,
worked in the US, Latin America and Asia, returned to Australia, then
became chairman of Ford Europe before moving to the US. Too many
senior managers have risen to the top of their organizations without
venturing outside their home market, and may therefore not see the
value of establishing a diverse and culturally sensitive workforce.

The monocultural dominance in some organizations is a critical
blind spot when it comes to attracting and retaining global talent. For

example:

The pharmaceutical industry in the UK was increasingly worried
about the pool of talented scientific graduates to staff its R&D
functions and commissioned a study to see how to attract the best
science graduates to its companies. The researcher hired to
undertake the study had a global perspective on the graduate
employment pool, having worked extensively outside the
UK market. During the study it became very clear that the issue
was not shortage of talent but a narrow perspective among

management on where this talent could be found. They were
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looking to the higher education establishments where they had
been trained and relying on contacts and networks with lecturers
and professors they knew, without considering either how the
education sector in the UK had changed since they were studying
or what was happening in other countries.

The same blind spot affects ‘old-economy’ global players in the US.
Read any human resources or business magazine in the last year and
you can find interviews with senior managers bemoaning the fact
that they are losing the ‘best’ MBA talent to internet start-ups.
When you challenge their notion of the ‘best’, you discover that
they are fishing in a very narrow pond consisting of a handful of US
business schools. Considering that most of them are looking to hire
the potential global managers of the future, one has to question
whether this pool is relevant, let alone the most appropriate. Casting
their net outside their domestic market and outside the MBA field
for talent will open up a rich and diverse candidate pool.

However, as Prahalad and Lieberthal (1998) note, some organizations
are recognizing the winds of change. ABB has reduced its European
headcount by 40 000 while simultaneously growing by 45 000 in Asia
and Philips estimates that it now employs more Chinese than Dutch
employees.

Having attracted appropriate raw talent, the next big challenge is
how to develop and retain them within your organization. Retention
involves developing a career plan with high-potential people that prepares
them for their future as leaders in a global world. At the most basic level,
this will involve cultural and language training, then leaders will need to
learn how to work and lead complex project teams in a cross-cultural and
multi-functional arena and lastly some form of overseas assignment is likely
to be necessary. None of these options is easy, but it is the last that
historically has often given organizations the biggest headache. Failure rates
for overseas postings of up to 70 per cent are not unknown, with com-
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panies reporting an average of between 15 and 25 per cent. However,
within this there are big cultural differences, for example only 1 in 15
European repatriates fails compared to 1 in 3 Americans. Expatriates are
expensive, with some estimates of $0.5 million for a senior manager, and
Colgate-Palmolive estimates that the cost of expatriate managers is up to
400 per cent of those employed in the USA. When you consider that
expatriates are still a dominant feature of emerging markets — there are an
estimated 170 000 expatriates in China alone — these failure rates have
significant consequences for the global ambitions of organizations.

Additionally, the changing demographics and social trends of
dual-income families and the work-life balance aspirations of Genera-
tion X (those born in the 1960s and 1970s) look set to make this
challenge harder rather than easier. Global organizations that wish to
develop global talent are going to need to think beyond traditional
expatriate solutions and develop tailored development and retention
packages for each of their high potentials. The other critical period is at
the time of repatriation. The key factor for successful re-entry is to find
a role that fits the individual’s career ambitions and helps to transfer
their learning and perspectives back into the organization.

So before organizations announce new global aspirations they need
to check the reality of implementing it. Do they have the right people in
the right place or can they get hold of them when they need them?

Leading in Complexity

Finally there is the issue of how to make this all work on a day-to-day
basis. Talking to middle managers in large complex organizations, their
biggest complaints are often: Where do I fit in? Who do I report to?
What impact can I have? Many are lost in the fog of three- or four-
dimensional matrices. In many cases the efficiency advantages of global
scale and scope are wiped out by the extra costs of managing complex
global organizations. Many of these organizations, designed by
consultants, are wonderful in theory but a nightmare in practice. There
is a clear tension between central control and local accountability. The
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successful global companies manage to achieve central control in crit-
ical areas while leaving clear local accountability.

This process can involve moving away from the classical matrix to
a global business unit structure. However, these global organizational
designs often result in reduced local accountability. Country managers
in this situation take on a more ambassadorial role for their company,
with responsibilities for stakeholder relationships and co-ordination of
country HR as well as legal and tax functions. Country managers and
local general managers often feel disenfranchised by these changes,
seeing a loss of power — and with it status and self-esteem — and may
passively resist or actively sabotage the organization’s shift to more
integrated global working. Added to this loss of status is the loss of
‘empire’ as the various local functions, purchasing, R&D, logistics,
marketing and sales often begin to report directly to the centre or to a
global headquarters function. If these changes are not managed effec-
tively, it can leave companies very vulnerable to strong local competi-
tors who understand what customers value and have direct control of
all the functions necessary to deliver it. Strategically if local managers
do not stay committed to the organization’s wider global objectives, it
will be very difficult to reap the benefits of an integrated global strate-
gic intent. There are several routes open to global leaders for designing
their organizations more effectively so that complexity becomes a
competitive advantage and not an Achilles heel (see Ward, Chapter 2,
this volume).

The previous discussion has highlighted leaders’ recognition that
being ‘global’ is not a quick fix and it does not happen overnight — it
requires long-term commitment and a willingness to change. Rhine-
smith (1996) notes that being global requires us to ‘challenge and
change many of our views’, which will ‘require a long-term commit-
ment for most large organizations simply to get moving’. Yip states that
‘if a company cannot make the needed organization changes it should
not even try to have a global strategy — some companies are better off not
trying to compete globally’ (1992: 166, emphasis in original). With this
warning ringing in your ears, how can you make the judgement of
whether you are one of those companies that should tread cautiously
into the global marketplace? The final section of this chapter explores
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the key components of a global organization and provides a framework
for assessing your status quo.

WHAT WOULD A TRULY GLOBAL
ORGANIZATION LOOK LIKE?

In the rush to examine aspects of international, multinational, global
and transnational organizations (Bartlett and Ghoshal, 1989; Kirkbride,
2001; Ward, Chapter 2, this volume), it is easy to forget that, despite
the differences between these types and more domestic forms, they are
all organizations at base and thus have certain common elements.
Therefore our search for the core components of truly global en-
terprises must start with a basic model of organizations per se.

There are a number of well-known models of organizations, in-
cluding Leavitt’s diamond (organization, technology, tasks and people)
and the McKinsey 7S framework (strategy, structure, systems, skills,
staff, style and shared values). However, for examining the reality of
global organizations, we propose to adapt a model that was developed a
few years ago by Kirkbride and Schroeder (1998). Originally known as

Environmental change
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Figure 1.1 The global organization model.
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the five-ball model, an additional dimension has been added making it
a six-ball model.

Within this model, organizations are seen as made up of six dif-
ferent components: strategy, organization, processes, culture, learning
and leadership. These six components are interactive and affect one
another. Ideally they need to be in alignment with each other and with
the wider external environment that the organization faces. Another
way of looking at these components is as organizational ‘lenses’. Here
our analogy is with the theatre, where different coloured lenses are
placed in front of powerful lights to bathe the stage in different colours.
Thus the same physical space is seen differently in different lighting.
Our argument is that organizations, and the managers within them,
tend to use certain preferred lenses to view their own organizational
reality. They therefore develop a ‘one-dimensional’ view of organiza-
tional reality and need to learn to view the organization through the
other lenses to get a balanced view.

Each of these components or ‘lenses’ probably requires little
explanation:

B Strategy refers to the strategic direction of the organization. It
would thus encompass the mission of the organization and the
organizational vision of the future. More mundanely, it would
encompass the formal organizational strategic plans and objec-
tives. Obviously it covers emergent as well as planned or dir-
ective strategy (Mintzberg, 2000). It would also cover the key
‘qualitative features’ of strategy as well as actual content. Thus
we would need to consider the degree to which the strategy was
aggressive or defensive; proactive or reactive; risky or safe; and
future oriented or backward looking.

B Oyganization refers to the ‘structural’ features of the organization.
It would thus encompass the formal organizational structure as
laid out in organizational charts and the roles and responsibilities
that go with the positions identified in such a structure.
However, it would also cover the key features of the structure
such as the degrees of formalization, centralization, standardiza-
tion and specialization. It would also include the different types
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of what Mintzberg (1992) has termed ‘structural configurations’
or ideal structural types. These types would include simple struc-
tures, functional structures, machine bureaucracies, professional
bureaucracies, multi-divisional structures, matrix structures and
‘adhocracies’.

B Processes refer to all the formal and informal systems, processes
and procedures within the organization. These would include
both the processes by which the product or service is produced
and internal processes by which the enterprise is organized. This
heading would therefore cover the whole range of processes,
from technological to financial to managerial. It would also en-
compass the more informal ways of working in the organization,
including skills and competencies.

B The next component is culture, which refers to the shared and
common values, attitudes and behaviours exhibited by those
within the organization. Thus culture is both ‘what we do
around here’” and ‘what we value around here’.

B The fifth component is organizational learning. Organizations
that desire to succeed and survive have to learn, both as an
organization and as individual managers. This learning requires a
number of mechanisms to be present in the organization, includ-
ing a cultural acceptance of the importance of learning as well as
processes for the transfer of best practice and the capturing of
intellectual capital.

B The final component is leadership. This refers not just to the
highest level of corporate leaders, but also to all levels of leaders
within the organization and to its generalized ‘leadership capab-
ility’ or competence.

These six components, which represent ‘the organization’, interact
with the wider environment in which the organization is located. This
environment can be seen as having political, economic, social, cultural,
technological, legal and physical components. Changes in any of these
areas can affect the organization. Thus another crucial factor to con-
sider is the degree of environmental change experienced and how this
affects the organization. Theoretically environmental change can have
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an impact on any of the six organizational components (balls), but an
obvious starting point is strategy, which often has to alter to meet
changing environmental pressures including new competitors, chang-
ing customer needs, new technologies or changing regulations.

To what Global Global Global Global Global Global

extent: strategy culture organization | processes leadership learning
Have you
got clarity?
Is it oriented

to the future?

Is it aligned
globally and
locally?

Is it
communicated
and owned?
Is it open to
feedback and
change?

Figure 1.2 The global organizational grid.
Source: Adapted from Kirkbride and Schroeder, 1998

The first part of the model thus identifies key components of any
organization. The second part identifies a number of key criteria that
need to be used to assess the effectiveness of each of these components.

Clarity

A key issue for any organization is clarity. Obviously this is particularly
true in terms of the organizational strategy. How clear is the strategic
direction of the organization? To those charged with developing the
strategy? And to those lower down who must implement it? Of course,
in many organizations the strategy is very unclear. A major multi-
national recently surveyed a number of its most senior managers and it
was obvious from the results that many were completely confused
about the corporate strategic direction, although they were clear about
the strategy of their own particular unit.
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We would argue that this criterion also applies to the other organ-
izational components (balls). How clear, or well defined, is your cur-
rent organizational culture? Or the organizational culture you are
seeking to inculcate? How clear, or transparent, is your organizational
architecture? Do organizational members understand the structure and
the reasons for it? How clear and simple are your organizational pro-
cesses? Do people know what knowledge needs to be shared with
others? And finally, how clear is your leadership style? Is there an
agreed form of leadership that is accepted and do managers understand
what leadership style they should be adopting?

Future orientation

Organizations facing change have to move forwards. It is therefore
important that the key organizational components are all forward fac-
ing rather than being rooted in the past. Thus the strategy, organiza-
tion, processes, culture and leadership components all need to be future
oriented. Obviously this is not always the case. In some organizations
the cultural values and norms hark back to former glories. In others the
current processes are not supportive of new strategies and challenges.
For example, in a major utility where we were recently working, the
new market-focused strategy and structure were being undermined by
the lack of a suitable customer information system. The current infor-
mation systems were rooted in past structures and systems and were
extremely resistant to change.

Alignment

We have already noted that the six organizational balls ideally need to
be aligned together. However, it is obviously important that they are
also aligned to the realities of the external environment. We do not
wish to get into a sterile academic debate about which factor aligns to
which, as in the classic strategy versus structure debate. Our simple
thesis would be that organizations with greater levels of internal align-
ment will find it easier to be successful in their markets if, and only if,
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these internal components are also aligned clearly to the external en-
vironmental situation.

Communication and ownership

We have often worked as consultants in organizations that at the highest
levels have clarity of purpose, future orientation and good alignment, but
unfortunately fall at the next hurdle. That is, they fail to communicate
the strategy clearly to all organizational members and thus generate the
levels of ownership and motivation that are required for successful im-
plementation of the strategy. Indeed, in a couple of farcical situations,
lower-level managers secking clarity of direction and purpose from sen-
ior levels have been told that there is a strategy but that it is restricted or
secret! We would argue that not only does the strategy need to be
communicated and owned, but that this criterion also applies equally to
the organizational, process, cultural and leadership components.

Feedback and change

Finally, we would suggest that each ball has to change over time to
react to the changes in the external environment. Thus our final crite-
rion is that each component must be open to feedback and change.
This means that senior levels must be willing to take feedback from all
levels of the organization concerning the strategy, the organizational
architecture, the culture, the organizational processes and the forms of
leadership. If this is not done, the organization will stagnate and
become increasingly divorced from its external environment.

We are suggesting that this model can easily be applied to organiza-
tions that are trying to be ‘global’. By this term we encompass organiza-
tions trying to be multinational, global and transnational, to use Bartlett
and Ghoshal’s (1989) terms. Each of the ‘balls’ now has a global dimen-
sion. Such organizations would have to have a global strategy, a global
organizational architecture, global processes, a global culture, global
learning and global leadership. And each of these would have to be clear,
future oriented, aligned both globally and locally, communicated and
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owned, and open to feedback and change. We would suggest that such
organizations have to ask themselves a number of questions in order to
see in which ‘cells’ of the model they have problems and in which ‘cells’
they have achieved the required results.

Global strategy

B Have you got a clear strategy for globalization?

Is your globalization strategy future oriented?

B Does your globalization strategy align both to your global en-
vironment and to your local business strategies?

B s your globalization strategy communicated and owned around
the whole organization?

B |5 your globalization strategy open to feedback and change from

any part of the organization (and not just from HQ in the home

country)?

Global organization

B Have you developed a clear global structure designed to deliver
your globalization strategy?

B s your global organizational structure flexible enough to react to
future and potential changes?

B s your structure suitable for both the global environment facing
you as well as for the local environments facing your strategic
business units?

B s your global structure communicated and owned by the
organization?

B [s your global structure continually tested and challenged in
response to changing circumstances?

Global processes

B Are your (global) processes clearly defined on a global scale?
B Are your global processes sufficiently oriented to the future?
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Do your global processes support both your global objectives
and your global needs?

Are your global processes widely understood and accepted
throughout your global structure, in affiliates as well as HQ?
Are your global processes subject to continual feedback, chal-
lenge and review?

Global culture

Have you established a clear global identity and culture to integ-
rate operations worldwide?

Is your global culture oriented to the future?

Does your culture support both your globalization strategy and
the diverse business strategies of your business units/divisions?
Is your global culture communicated and owned on a global scale?
Is your global culture open to feedback and change?

Global learning

B Are you clear about what you have learned on an international
and global scale as an organization?

B Are your learning processes oriented towards future action,
rather than being rooted in historical analysis and fault finding?

B Does your organization learn on both the domestic and global
level and leverage the learning from one to the other?

B Are the knowledge and intellectual capital derived from your
learning processes widely disseminated and understood by those
in your organization?

B As an organization, are you open to forms of feedback and
challenge that lead to learning and creativity?

Global leadership
B Have you created a clearly defined cadre of global leaders or a

global leadership system within the organization?
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B Are your global leaders looking forwards or backwards?

B [s your leadership style aligned both to your global competitive
environment and to your local market requirements?

B To what extent is your global leadership style clearly communi-
cated throughout the organization and owned by employees
worldwide?

B Are your leaders open to feedback and change from anywhere in

the globe?

For a more detailed diagnosis of your organization and its progress on
the path to globalization, see Appendixes A, B and C.
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CHAPTER 2

DESIGNING GLOBAL
ORGANIZATIONS

s identified in the introduction, many organizations across
a range of industries espouse a desire to be global. They identify that
changes in the external environment require different strategic re-
sponses; often words like flexible, responsive to customers, adaptable
and innovative are used to describe their strategic intent. Yet take a
closer look at these organizations and they appear to be designed with
very different aims in mind: power is seated with strong country man-
agers, budgets are allocated on national or regional lines, career pro-
gression is up through functional hierarchies and the senior team is
white, male, middle aged with long service records in the industry. So
why are so many global organizations suboptimally designed?

BARRIERS TO GLOBAL DESIGN

The critical issue to recognize when designing global organizations is
that you are designing for diversity. You are looking to build complexity
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and dilemmas into your organization. Yet this goes against some basic
tenets of human nature. This chapter explores these barriers to effective
organizational design in global organizations and recommends some key
steps to overcome these difticulties.

There are four key difficulties that seem to prevent leaders from
designing optimal global organizations:

The KISS Trap (Keep It Simple, Stupid)

Ask many managers to describe their organization to you and they will
initially produce an organization chart from their desk with neat boxes
and lines apparently depicting the organization. These organization
charts are replicated in annual reports to shareholders and in meetings
to employees. If an organizational change is demanded by changes in
the external environment, the initial response is usually a shuffling of
the boxes and the lines and perhaps a relabelling of the boxes.

This desire to be able to simplify and describe a complex world on
one sheet of paper is one of the challenges of global organization
design. Senior managers often argue that the simplification is for the
benefit of staff, so that they can clearly understand where they fit in the
wider organization. Yet is this really what employees want? Talk to
them about their experience of their organization and you get a much
richer, complex dynamic picture with inherent contradictions and
power struggles. They live in this world every day, dealing with cus-
tomers and suppliers, and they know it cannot be summarized on one
sheet of paper.

So if this desire for simplicity is not for the employees, who is it
for? In many cases, it is for the leaders themselves. Some like to feel in
control of the business unit they are responsible for and being able to
describe it in simple terms with boxes and lines provides that level of
comfort, even if the reality is somewhat different.

Other leaders get a sense of achievement through the size of the
unit they lead — being able to communicate this readily to other leaders
is an important reinforcement of their status and self-esteem. Seeing
themselves at the ‘top’ of the organization chart bolsters their sense of
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importance. Unfortunately this ambition can lead to unproductive em-
pire building and unwieldy organization designs just to satisfy the egos
of managers.

A consequence of inexperience among the leadership of an organ-
ization can be a design with unnecessary multiple horizontal and verti-
cal layers, leading to a ‘silo’ mentality and a top-heavy organization.
Their inexperience leads them to want to be able to design their
organization in ‘manageable chunks’ so that it does not become too
complex for them. As one senior manager commented, ‘I like to be
able to get my arms around it.’

None of these reasons is a valid argument for retaining subopti-
mal organizational designs. Yet in too many global organizations,
suboptimal designs are not being challenged, because the very people
who should be challenging them have a vested interest in the status
quo.

Key principle: Design the organization to make it more

effective, not to make it easier to manage.

Join the Club

The second factor that contributes to suboptimal design is our desire to
be with people like ourselves. First, managers have a tendency to
recruit and promote in their own image — it is human nature that unless
we make a conscious effort to do otherwise, we are predisposed to
prefer people who are similar to us and to reject those who remain
different from us (Herriot and Pemberton, 1995: 9).

Unless there are specific processes designed into an organization
to prevent this happening, it will soon be populated by similar types of
people with a similar outlook on life. This ‘club’s’ view of the world
becomes so prevalent that the organization develops corporate blind
spots. If the environment in that industry is relatively stable, with no
new entrants redefining the boundaries of how business is done, this
may not be a problem. But how many industries operating globally fit
that description?
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Marks & Spencer’s current woes are a classic example of the
danger of a club whose entry criteria are restrictive. Often cited in
the past as a benchmark for effective people management with a
strong corporate culture founded on quality, its very strength has
become its Achilles heel as the face of the retail industry has
changed beyond recognition. It believed so strongly that its
recipe was successful that it was unable to see the warning signs —
until the eleventh hour. Some commentators still question
whether the real implication of their plight is fully acknowledged
internally — or whether the company’s belief in the rightness of
the club still prevails and it sees everyone else as out of step.

The biggest danger of the ‘club’ is its view of non-members. Patroniz-
ing at best, downright dismissive at worst, members reinforce their
feeling of belonging and uniqueness by putting down ‘outsiders’. Yet
ignoring newcomers to the industry as inconvenient distractions or
‘upstarts’ — ‘they cannot join, they don’t meet our entry criteria’ — has
been the downfall of many industry leaders. This myopia makes it very
difficult to challenge the status quo or implement changes to an organ-
izational design that no longer delivers business benefit. Organizations
become trapped in designs that reflect their past rather than prepare
them for the future.

Key principle: Look to the future needs of your business, seek

out difference and value diversity.

If You Can’t Stand the Heat, Get out of the Kitchen

The third factor that leads to suboptimal design is an organization’s
inability to deal with conflict constructively. Global organizations are
inherently complex and meeting the needs of a myriad of customers
across multiple markets isn’t for the faint hearted. Often different parts
of the business will have legitimate competing aims, born out of a
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desire to deliver value to customers in their local market. Conflict will
always exist where you have a wide diversity of business and customer
views and opportunities.

Needless redesigns and reorganizations happen because leaders
cannot live with the tensions and dilemmas inherent in operating in a
complex world. They naively believe that by reinforcing or moving
the solid lines or the dotted lines on an organization chart, conflict will
somehow disappear.

This is not to say that clarity of accountability is not critical to
successfully designed organizations, as will be discussed later. However,
we are challenging the often widely held beliefs that conflict is some-
how a negative force in organizations and that the politics that often
accompany conflict situations should be avoided at all costs.

To understand a different perspective, let’s look at the original
meaning of politics: stemming from the idea that when there are diver-
gent views, society should provide a means of reconciling these dif-
ferences through consultation and negotiation (Morgan, 1997). There
is also the notion that a key feature in any strong democracy is the
presence of a vocal and effective opposition. Following these ideas, one
could argue that conflict and opposition to the dominant view within
an organization are key characteristics of healthy and responsive organ-
izations. This is particularly true of global organizations, whose external
environments offer a plethora of competing opportunities. To capital-
ize on these business opportunities, effective designs for global organ-
izations should therefore incorporate processes for constructive
resolution of legitimate differences of opinion.

Key principle: Dilemunas are inherent in global

organizations.

It Should Work like Clockwork

The fourth factor contributing to suboptimal design is the way in
which many leaders view organizations. Although the ‘machine’
perspective of organization originates from the end of the nineteenth
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century, there is still a tendency for managers to view organizations in
strictly technical terms. The way organizations are often depicted, as a
series of boxes and lines, has much in common with an electrical wiring
diagram. The assumption is that rewiring the components in an alter-
native configuration will lead to increased output.

This prevailing view of organizations as machines was further evi-
denced by the popularity in the late 1980s and early 1990s of reengineer-
ing, an approach dominated by machine and technical language. The
failure of the reengineering movement to bring about the much vaunted
process improvements led some managers to challenge this mechanistic
view of organizations (Binney and Williams, 1995: 28).

One of the difficulties of viewing organizations from a machine
perspective is that it assumes that the organization is a self-contained
unit, separate from outside influence. A critical recognition in design-
ing global organizations is that each company does not exist in such a
vacuum and that the environment in which a firm operates plays a key
role in its ability to be successful. This challenges us to see organizations
as open rather than closed systems, interacting with their environment.
This perspective invites us to draw on biological metaphors (organiza-
tions as living beings or complex systems) as opposed to engineering
metaphors to gain insight into how we might design more eftective
global organizations.

A key design principle for global organizations is the principle of
requisite variety (Morgan, 1997). If managers can understand this basic
principle, it will enable them to see their organizations in a different
light. This principle states that the internal processes of an organization
must be as diverse as the environment in which it is operating and that
‘only by incorporating required variety into internal controls can an
organization deal with the variety and challenge by its environment’.

Furthermore, ‘any organization that insulates itself from diversity
in the environment tends to atrophy and lose its complexity and dis-
tinctive nature’. This principle would lead us to expect global organiza-
tions to be designed to maximize their internal diversity and mirror the
rich diversity of the markets, customers and suppliers with which they
interact. Yet as we saw at the beginning of this chapter, reality often
paints a very different picture.
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Key principle: Global organizations are open systems and

interact with their environment. If the environment is di-

verse, greater responsiveness is required internally.

DESIGNING FOR SUCCESS

The discussion so far has focused on four key barriers to effective design
in global organizations. If these are such powerful drivers of current
organizational behaviour, what can leaders do to change the status quo?

First, if leaders work from the premise that organizations are not
closed systems, they will conclude that, to be truly effective, the design
of an organization should reflect the external environment in which it
is operating. As the environment changes the ‘optimal’ structure will
change. This has significant consequences for organizations as they go
global and their environment becomes more complex.

Let’s be clear that by ‘optimal” we do not mean ‘perfect’ structure.
There are costs and benefits to all organizational designs. However, nor
does this mean that all structures work equally well, or that it is simply a
matter of preference or style. Some designs do work better than others in
a given organization’s context. The rest of this chapter will discuss how
leaders can optimize the design of organizations operating globally.

There are five key parameters that global organizations need to
keep in focus when designing themselves to operate effectively across
the globe:

B Make sure that the key design ‘choices’ have been evaluated and
considered.

B Ensure that the resulting design is aligned to the strategic intent
of the organization.

B Be comfortable living with the tensions of a multi-focus design.

B Build an organization that simultaneously is customer facing and
has clear internal accountabilities.

B Proactively design in sufficient flexibility to enable the organiza-
tion to adapt to changes in its environment in a timely fashion.

These will be discussed in more detail below.
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The Key Design Choices

Philip Sadler, an ex-principal of Ashridge and well-known manage-
ment authority, has clearly outlined the key design choices facing any
organization, global or local, in his 6C model (Sadler, 1998). These are
perhaps best viewed as choices that the organization has to make in the
design process and, depending on what choices are made, different
organizational structures emerge. And yet for many organizations it
appears that the word ‘choice’ would be a misnomer. The organiza-
tional architects seemingly fail to pose or answer these key questions
and the resulting structures owe more to custom, what was there
before or serendipity than to conscious design. What are these key
choices?

Control

Control, as seen by Sadler, has two components: control over the
information flows within the organization and control over organiza-
tional activities or outcomes. All organizations, when considering their
structural design, need to decide how much control of these con-
tingencies is necessary for organizational success.

These issues are of particular importance in the multibusiness
company (Goold and Campbell, 1987; Goold, Campbell and Alex-
ander, 1994) and in the large global concern. For example, Goold and
Campbell (1987) distinguish three different ‘parenting’ styles adopted
by large corporate centres, based on diftering levels of control:

B The Strategic Planning style based on high levels of influence
from the centre in regard to long-term planning and strategic
vision, but less stringent monitoring of short-term financial
reporting (e.g. Shell).

B The Strategic Control style, which is based on a more de-
centralized planning approach with responsibilities passed to the
businesses or subsidiaries, but with a monitoring role for the
centre coupled with equal importance being placed on financial
milestones and objectives (e.g. General Electric).
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B The Financial Control style, where the subsidiary businesses are
seen as strategically autonomous but are subject to stringent and
regular financial control and monitoring (e.g. the classic Hanson

style).

In addition, such multibusiness companies have to consider the extent to
which they need to control closely the behaviour of their employees. For
example, one could contrast the levels of individual control required by a
global hotel chain and a global information technology consultancy. If
the nature of the business requires highly controlled repetitive be-
haviours, then systems to maintain this control would have to be imple-
mented across the organization from the corporate centre.

Connections

Connections refer to the need for any organization to provide and
maintain effective interfaces with the key components of its external
environment. Sadler (1998) distinguishes three levels of environmental
interaction:

B ‘the immediate or “transactional’”’ environment, which relates in-
puts and outputs — primarily consisting of customers and suppliers

B the intermediate or ““constraining’’ environment which exercises
strong and short- to medium-term influences on the organiza-
tion — pressure groups, trade unions, planning authorities and
various governmental agencies

B the general or “contextual” environment, which also powerfully
influences the organization’s ability to achieve its objectives, but
with greater emphasis on the medium to longer term, made up
of a wide range of political, social, economic and technological
factors.” (Sadler, 1998: 39—40)

While all these levels are relevant to the global organization, the first or
transactional level is particularly important for organizational design.
Increasingly global organizations are having to build closer links with
both their global customers and global suppliers (Hennessy, 2001).
These pressures will result in different organizational designs including,
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for example, a move towards customer-facing business units and integ-
rated operations or alliances with suppliers (Pudney, 2001).

Creativity

The third key choice is the extent to which creativity and innovation
are required in the business for organizational success. Of course, all
organizations require a certain level of creativity, but the issue here is to
what extent internal creativity is crucial for success and thus needs
structures that foster this behaviour. As Sadler notes, this ‘objective is
clearly the prime purpose of organization design in all organizations
which have a creative task . . . Creativity is also of primary importance
in business organizations which, in order to compete, need to generate
a high rate of product innovation or which need to adapt to frequent
and substantial changes in market conditions’ (1998: 18).

Organizations that require this competence often have de-
centralized structures with highly autonomous business units and flat
internal structures with little hierarchy. They also tend to develop
cultures that support innovation. Common features of these cultures
would be a tolerance for risk taking, high levels of trust and low levels
of control, open communications, a focus on knowledge management
and the ‘freedom to fail’.

Commitment

Another key choice concerns the level of commitment from organiza-
tional members that the organization believes is necessary for successful
operation. Of course, all organizations, other than purely coercive
ones, need a certain level of commitment from staft and employees.
However, organizations have to consider what level of commitment
they require and then decide how that level can be achieved via the
processes of organizational design.

As Sadler (1998) points out, there are a wide number of things that
organizations can do to increase levels of commitment, not all of which
are structural. The list would include:
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B Careful job design (job rotation, job enlargement, job enrich-
ment and autonomous group working).

B Innovative reward mechanisms (including pay for performance,
profit sharing, stock options etc.).

B Single-status cultures and the removal of status hierarchies and
‘perks’.

B  The creation of a ‘sense of mission’ (Campbell, Devine and
Young, 1993).

Co-ordination

Co-ordination can be seen as the opposite of connections, in that it
concerns the internal linkages within the organization rather than the
external ones. In all complex organizations there is a need for internal
co-ordination and co-operation between departments, divisions and
businesses if the overall strategic corporate objectives are to be
achieved. For large global organizations the question is one of degree.
To what extent are divisions, countries or business units required to
co-operate or to what extent can they operate autonomously or even
compete directly?

In their study of parental value creation, Goold, Campbell and
Alexander (1994) identify, among others, two opposite forms that
highlight this key design question. The first is what they term Stand-
Alone Influence. Here the corporate parent has a number of businesses
that can be run almost totally independently. Thus the role of the
parent is limited to the extent that it can add value to the strategy or
performance of the individual businesses on a case-by-case basis. As
Goold, Campbell and Alexander note, all ‘parents exert considerable
stand-alone influence on their businesses. [They] will be involved in
agreeing and monitoring basic performance targets, in approving major
capital expenditures, and in selecting and replacing the business unit
managing directors. These activities, in themselves, are powerful influ-
ences on the businesses. Many parents, however, go further, exercising
influence on a wider range of issues, such as product-market strategies,
pricing decisions, and human resource development’ (1994: 78).
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However, this style creates its own paradox. How can the managers in
the corporate parent, in a small percentage of their time and in a sector
where they are not continually operating, improve on the decisions
made by full-time managers on the ground who are allocating 100 per
cent of their time to the task?

The opposite case involves a parent with a number of businesses
that are either simply closely linked in terms of business area or inher-
ently linked in terms of an overall supply or value chain. Here the
parent would be wise to adopt a ‘Linkage’ influence. As Goold, Camp-
bell and Alexander point out, many ‘parents seek to create value by
enhancing the linkages that exist between their different business units.
Through corporate decision-making processes and structures, through
policies and guidelines, through transfer pricing mechanisms, and
through personal pressure, they encourage, or mandate, relationships
between their business units that would not occur if the businesses
were independent companies. In this way, they aim to create value by
making the “whole” worth more than the “sum of the parts”’ (1994:
79-80).

Competence

The final ‘C’ refers to the level of competence that the organization
requires in order to be successtul. Obviously there is a clear link here to
the overall corporate strategy. Different strategies will require different
‘bundles’ of competencies and we will consider this in more detail in
the next section.

Alignment to Strategic Intent

Given that organizational design is a question of strategic choice and
that any particular design has costs and benefits, one of the key drivers
to take into account is the strategic intent of your organization. Strate-
gic intent can be explained as a reflection of how the organization
intends to respond to challenges in its environment by creating a
unique and sustainable competitive advantage (Moncrieff, 1998). To
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illustrate this, let’s explore a simplistic view of the strategic choices
facing global organizations.

Figure 2.1 is adapted from Bartlett and Ghoshal (1995). They had
been exploring the reasons for organizations deciding to globalize their
operations. Their research identified that there were three primary
external drivers that led to organizations beginning to operate outside
their domestic markets. The first — global integration — was organiza-
tions seeking economies of scale, particularly in sourcing, purchasing
and manufacturing. Companies moved facilities to cheaper sources of
local labour or raw materials, which then provided them with competi-
tive advantage over other domestic producers.

Need for global integration
A

Need for cross-border learning Need for local responsiveness

Figure 2.1 Strategic options for global organizations.

Source: Figure from Managing Across Borders (2nd edition) by Bartlett & Ghoshal published by
Random House Business Books. Used by permission of The Random House Group Limited

The second axis — local responsiveness — is a key driver for organ-
izations where the product or service they are offering is highly
dependent on the tastes and preferences of local consumers, or where
the supply of the activity needs to be physically close to the customer
(in speed or distance). The third axis — cross-boundary learning — has
become more important as technology, in particular the Internet, has
created knowledge-based industry. Bartlett and Ghoshal identified that
companies can gain competitive advantage by leveraging their internal
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best practice and transferring the learning to other parts of their
organizations facing similar competitive challenges.

Depending on which of these strategic axes the organization
chooses to focus on, the optimum design for the organization will
change.

Global integration

If your primary strategic driver is to deliver a cost-effective or standard-
ized product or service to all your chosen global markets, you need to
design your organization to deliver economies of scale, cost efficiency
and replicable standards irrespective of location. You will not be overly
concerned with creativity or innovation in the local markets, as your
aim is to deliver value for money consistently. Organizations that have
historically adopted this strategic focus could include PC manufac-
turers, soft drinks manufacturers, oil and gas companies. Figure 2.2
illustrates some of the key design features of an organization designed
for global integration.

Centralized hub

Most strategic assets, resources,
responsibilities and decisions
managed from headquarters.
Global managers most influential

\

Operational control
Tight central control of decisions,
resources and information

1

Global mentality
Management treats overseas operations as
delivery pipelines to a unified global market

Figure 2.2 Designed for global integration.
Source: Adapted from Bartlett & Ghoshal
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In this design, the power in the organization is primarily held at a
centralized headquarters. Key functions such as finance, IT and human
resources are head office functions, which set strategy and policy cen-
trally and then cascade it to the regional operations for implementation.
Strategic intent (including product or brand strategy) is likely to be
determined centrally, possibly supported by a corporate strategy func-
tion. There are likely to be global brand managers, key account man-
agers and so on who exercise most influence if there is conflict between
a global priority and a local customer requirement. The key design
principles here are standardization and alignment.

Local responsiveness

If, however, you are operating in an industry where the demands of the
customer are heterogeneous, your primary strategic driver may be to
tailor and adapt your offering. The food industry, insurance companies
and retail banking have traditionally operated with this focus.

You will be encouraging creativity and responsiveness. Authority
and power need to be close to the customer to enable flexible and
appropriate solutions to be delivered in a timely fashion. Your aim is to
deliver what the local market requires and you will not be overly
concerned if this leads to duplication. This would clearly require a
different global design, as illustrated in Figure 2.3.

In Figure 2.3, given that the key strategic driver in this design is
local responsiveness, it is not surprising that power lies closer to the
market, customers and suppliers. Country managers or local general
managers would have significant autonomy to make appropriate stra-
tegic decisions for their local requirements without reference to head-
quarters or other parts of the organization. Each local operation will
be a profit centre, with the key control measures being financial. As
long as they are delivering the numbers local managers are given
relative strategic freedom to operate. Each local operation is likely to
have its own finance, IT and HR functions who set policy and
implement practice in line with local business requirements and
legislation.
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1\ Decentralized federation
Many key assets,
responsibilities and decisions

decentralized. Local managers
very influential

\ Personal control

Simple financial measures reported
back to headquarters. Informal
networks between headquarters
and local managers

Multinational mentality
Management regards overseas operations
as a portfolio of independent businesses

Figure 2.3 Designed for local responsiveness.
Source: Adapted from Bartlett & Ghoshal

Cross-boundary learning

Increasingly organizations are finding that achieving either global inte-
gration or local responsiveness is not giving them a significant competi-
tive advantage and they need to leverage their ability to transfer
knowledge and learning throughout their organizations. For example,
in the advertising industry some creative teams can now offer around-
the-clock responsiveness by positioning design teams in each time zone
and passing briefs from a designer whose day is ending to another who
has just got into the office. Similarly, the learning from a successful
product launch in one market may be able to increase market penetra-
tion in another market by building on the previous success and avoid-
ing costly mistakes.

The critical design issue for an organization with this strategic
priority is to ensure that it can draw on talent and resources and apply
them to key opportunities irrespective of location, as illustrated in
Figure 2.4.

The organizational design in Figure 2.4 provides maximum flexi-
bility if implemented effectively, allowing the organization to draw on
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«— Multiple hubs
Strategic assets located in

centres of excellence

\ Dispersed control

Influence and power located in
myriad of networks, both
organizational and personal

Transitional mentality
Right people, right place, right time.
Management sees the world as a portfolio of
interdependent businesses

Figure 2.4 Designed for cross-boundary learning.
Source: Adapted from Bartlett & Ghoshal

appropriate expertise and knowhow irrespective of location. For ex-
ample, some aspects of R&D might be located in India and China to
take advantage of high levels of education coupled with low labour costs,
whereas other aspects of manufacturing might be located in Poland,
Hungary or the Czech Republic to take advantage of lower costs close
to major markets in Europe. Employees are connected to the wider
organization rather than one piece of it and power is dispersed
throughout the organization. Power tends to sit in informal networks
rather than in a formal structure, so the organization is likely to have
processes that reinforce connection and common values and beliefs.

These difterent approaches to the design of a global organization
are summarized in Figure 2.5. This highlights the key choices that
managers must take into consideration when they are attempting to
align their organization to deliver its strategic intent. Clearly, if your
organization has been historically designed with one set of strategic
drivers in mind, e.g. global integration, it is not surprising that you will
have difficulty implementing a new strategic direction if you leave the
existing design in place.
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Organizational Local Global Cross-boundary
characteristics responsiveness integration learning
Configuration of Decentralized and Centralized and Dispersed,
assets and nationally self- globally scaled interdependent
capabilities sufficient and specialized
Role of overseas Sensing and Implementing Differentiated
operations exploiting local parent company contributions by
opportunities strategies national units

to integrated
worldwide operations

Development and Knowledge Knowledge Knowledge

diffusion of developed and developed and developed jointly

knowledge retained within retained at the and shared world-
each unit centre wide

Figure 2.5 Organizational characteristics.

This is necessarily a simplified illustration of the dilemmas facing
most global organizations, but does serve to illustrate that the first steps
for leaders wanting to design optimum organizations are to recognize
the interplay between the organization and its environment, to be able
to articulate a clear strategic response to those challenges and then to
align the design of the organization to deliver this.

The real world is of course not this simplistic and in fact few
organizations have one strategic focus for the whole business. As men-
tioned earlier, different parts of the organization may have legitimate
but competing strategic priorities. The critical issues are to be able to
articulate which strategic intent and, therefore, which organizational
design is appropriate for which part of the business and then to consider
how to design the interfaces between the different parts. As already
discussed, there are no ‘perfect’ organizational structures and there will
always be choices and tensions in complex designs.

The Tensions of a Multi-focus Design

Discussion in the early part of the chapter mentioned that too many
managers shy away from the complexities inherent in running a global
organization. The organization needs to invest in the development of
conflict-resolution skills, so that it can begin to deal with the inevitable
tensions in a constructive manner. Too many organizations have
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become trapped in a ‘blame’ culture, where excessive energy is spent
looking for the enemy within, rather than focusing on what the com-
petition is doing.

Some managers are uncomfortable dealing with ambiguity and
conflicting views, and attempt to design organizations to avoid conflict.
In a global context this is a very naive view of the world and one that
potentially means that the organization does not capitalize on some of
its most promising business opportunities simply because they conflict
with the dominant view in the organization.

To enable legitimate conflict to be resolved constructively, leaders
need to focus at two levels: interpersonal and organizational. Many
leaders have not taken the opportunity to consider their personal strat-
egies for resolving conflicts and to reflect on the effectiveness of these
strategies in a multi-functional and multicultural context. Nevertheless,
these leaders are role models for the wider organization and their
behaviour shapes the organizational culture and its response to conflict
resolution (Schein, 1992: 231).

Ask yourself what your response is to an organizational crisis.
How do you react when a member of your staft or a colleague makes a
mistake? What happens when different parts of the organization have
differing views on how to move forward? Are the differences openly
explored and discussed or buried and hidden until they explode? Is
there a shared sense of responsibility for solving the issue or a rush to
look for the nearest scapegoat to whom to attach blame?

What is your preferred style of conflict resolution?

B Are you competitive or collaborative?
B Do you avoid the situation or confront it head on?

Developing a greater awareness of your own style and preference will
enable you to develop better skills at handling a wider range of conflict
situations successfully. It will also enable you to build more effective
resolution processes into the fabric of your organization.

At an organizational level, to be able to respond effectively to the
conflict inherent in a global organization, you need to be able to hold
the tension between healthy competition and collaboration. Too much
competition and the organization will waste precious time and
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resources on internal fighting that adds no value to the customer. Too
much collaboration and the cosiness of the club develops and the
organization becomes complacent and at risk. This involves creating an
organization where difference is legitimized and where debate and
dialogue are design features. They then become an integral part of the
way of doing business.

In many organizations, one function or nationality has tradi-
tionally held more power and status than the rest (Canney Davison and
Ward, 1999) and this has a strong influence on the organization’s
ability to resolve competing priorities. In the worst case it leads the
organization to reject business opportunities because they do not fit
with the dominant assumptions. For example:

In Volkswagen, the global automotive company, German
engineers and designers who have worked in production have
historically held key positions throughout the globe. Their
production-driven perspective can sometimes make it difficult for
other functions in the organization to have a strong voice, which
may lead the organization to miss early signals that the industry is
shifting or to overlook specific marketing opportunities.

In a City of London financial services organization, board mem-
bers have only ever been actuaries. This has led the organization
to develop a strongly risk-averse culture, which has hindered the
organization’s response to the far-reaching changes within its
industry.

In organizations where the difference in power and status between one
function or nationality is very wide, leaders need actively to design the
organization to enable ‘minority’ views to have a legitimate voice, if
they wish to capitalize on the diverse opportunities in the global
marketplace. For example:
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In a Swedish consulting organization, the bi-annual strategic con-
terence for the top 100 global managers was always designed and
organized by a steering group that included no Swedish managers.
This group had the final say on the content and design of the
conference as a counterbalance to the Swedish-dominated board.

In an engineering organization, non-engineers (with relevant
leadership skills) always lead cross-functional project teams. The
budget and resource allocation for the project sit with the team
leader, thereby helping to balance the power in the rest of the
organization.

A less risky and lower-profile attempt to shift a dominant
perspective in a pharmaceutical organization was to introduce
non-executive directors into the key senior management forum.
These directors were specifically recruited for their outspoken-
ness and their lack of knowledge and experience of the pharma
industry.

Lastly, one of the most effective ways to resolve these competing
priorities is to look externally and use the market and customer de-
mands as the final arbiter. Some of the most powerful strategic dia-
logues, which really shift the dominant perspective of an organization,
are those where customers are intimately involved in all the discussions.
This brings us to our third design principle.

Building a Customer-driven Organization

As the pace of the business environment intensifies and the complexity
of the opportunities increases, staying close to your customers,
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wherever they are in the world, becomes paramount. This is difficult if
all the power in the organization is resident in the headquarters or too
much of the organization is designed with global efficiency as the key
driver (Treacy and Wiersema, 1995: 47). You need to identify which
parts of your value chain should be locally responsive to customer
needs and push decision-making and budgetary responsibility to the
key interfaces. There is nothing more infuriating for a customer than if
the person you are dealing with constantly has to refer your queries or
complaints to a senior manager or head office to get resolution.

Designing your organization to be customer facing does not mean,
however, that you can fudge the decision-making process or avoid
allocating accountability for key issues and decisions within the organiza-
tion. Increasingly, managers are using the design of their organization as
an excuse for poor performance and they are getting away with it
because no one in the system is sure who is accountable for what.

One method for building accountability into an organizational
design is to conduct a RACI review during the design process. This
uses a matrix to identify who is Responsible, Accountable, needs Con-
sulting or Informing about a particular task within an organization. It
involves identifying all the key activities and decisions undertaken by
the business being redesigned and exploring where accountability for
each one should reside. For an example, see Figure 2.6.

Examples of tasks that Global Regional Sales | Country Product
might be carried out in one |Marketing |and Marketing |Manager Manager
division of a global Director Co-ordinator

company

Define marketing budget A R C C
for regional divisions

Identify and exploit new A R R
business opportunities

Recruit and train new C A R
staff

Define advertising spend C A

on new product launch

Figure 2.6 RACI review.
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The critical issues when conducting this review are as follows:

B Involve all the key players in the review. They know the busi-
ness best and are most likely to be able to identify accurately all
the key activities and decisions that are required to run the
business. It also enables them to buy into the decisions made.

B All activities should have one person accountable for their ex-
ecution, even if the responsibility for carrying out the activity is
delegated or shared. The simple rule is that accountability cannot
be delegated and responsibility can. If no one is willing to assume
accountability, ask whether the activity is necessary.

B The fundamental difference between being consulted and being
informed is the timing in relation to the decision being made.
You should be consulted about the issue before a final decision is
made and informed of the decision after the event. If you are
informed, you do not have the right to attempt to alter the
decision retrospectively.

Again, involving customers and suppliers in this process can be a powerful
way of identifying potential blind spots that the organization might have.

The final issue to consider 1s that the needs of customers and the
opportunities in the global market are not static. One of the greatest
challenges in organizational design is to balance the basic human need
for some stability and continuity with an organization’s need to adapt
to its changing environment. If you reorganize every time the external
market requirements shift, you will quickly lose credibility with your
staff, as illustrated in Figure 2.7.

However, the opposite extreme is more prevalent. Many global
organizations have structures that are so out of alignment with the needs
of their customers that employees are unable to deliver high performance
because they spend too much time navigating internal barriers.

Designing Organizational Flexibility

The capacity of a system to evolve depends on an ability to move to more
complex forms of differentiation and integration, and greater variety in the
system, facilitating its ability to deal with challenges and opportunities posed by
the environment. (Morgan, 1997: 41)
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1 DONT UNDERSTAND |3 DID OURCORE | {WALLY, WHEN A CAR T
HOL) THE NEW REORGAN- |3|  BUSINESS CHAMGE?  |5|[GETS A FLAT TIRE, WHAT
IZATION WILLHELP 18] oR ARE YOU SAYING |E} (DO YOU DO
US "FOCUSON OURCORE | 3| TWAT EVERY REORG |3 WELL, IF TMYOU,
BUSINESS. £ PRIOR TO THIS WAS 11 T ROTATE THE TIRES
8| A MISDIRECTED |3 AND DRIVE HOME.
H FAILURE T H
J o
% A5 §

Figure 2.7 Cartoon taken from Dogbert’s Management Handbook, Scott Adams,

copyright 1995 United Feature Syndicate, Inc. (NYC). Reproduced by permission of
United Media. All rights reserved.

One solution is to build flexibility into your organizational design by
encouraging experimentation and action learning across the organiza-
tion. The following example illustrates how an HR function was able
to pass on valuable learning about the benefits and disadvantages of a
chosen design to the rest of the organization.

Noah’s Ark Syndrome

The organization had two predominant national markets: the US
and the UK. The HR function decided to set up a number of
working parties to explore international HR policy issues. Due to
the size of the UK and US HR teams, the working parties were
to be headed by an American or British team member. To model
teamwork, it was agreed to appoint joint chairpersons, i.e. each
working party would be headed by both a US and a UK member
of staff. However, after six months of operating with co-chairs, a
review of the working parties found that this arrangement was

not working. It had led to increased conflict, duplication of re-

sources and blurred accountability, despite the co-chairs being
effective leaders.

When the organization proposed establishing global key ac-
count teams about a year later with joint leaders from marketing
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and sales, the experience of the HR global working parties was
shared with the relevant senior managers to assist them in think-
ing through the implications of this decision. It helped them
recognize that the proposal for joint leaders was a symptom of an
underlying lack of trust between the two functions. This enabled
the HR staff to work with sales and marketing on this issue when
the global teams were established, thereby preventing difficulties
as the teams started to work together.

Often there are parts of the organization that are more skilled at work-
ing with ambiguity and can more readily experiment with alternative
design options. They can act as role models for the rest of the organiza-
tion and highlight any potential advantages and disadvantages before a
design is implemented more widely.

The best way to illustrate how this can work in practice is using a
case study of an HR organization that used experimental design as a
learning laboratory. As the organization moved from operating domes-
tically to globally, it adapted the organizational design. As it evolved to
the next level of complexity, it reviewed the advantages and disadvan-
tages and passed the learning to the wider organization.

The transition from domestic to global

The organization had operated outside its domestic market for over a
century, but had remained organized on a regional basis. The globaliza-
tion drivers in the industry included the need to have a highly efficient
product development process and the need to have the ability to adapt
products to accommodate local preferences in a cost-effective manner.
These drivers were having the most significant impact on the R&D
function and it was therefore decided to create a single global R&D
organization, where both the line and the matrix leadership positions
were global, forcing a single point of decision making.

HR, like the rest of the organization, was previously organized on
a regional basis, as in Figure 2.8.
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Group
HR Director
I
]
[ [ ]
Group UK us Rest of World (ROW)
Development Director HR Director HR Director HR Director
Succession Planning HR (R&D) HR (R&D) HR (Eastern Europe)
Manager i Manager I Manager Manager
Management Development | | | HR (Manufacturing) ||  HR (Manufacturing) HR (Far East and Africa)
Manager Manager Manager Manager
| [HR (Sales and Marketing) | | |HR (Sales and Marketing) | | | HR (Continental Europe)
Manager Manager Manager
| | HR (Corporate Services) | | | HR (Corporate Services)
Manager Manager
Training and Development Corporate Training
l Manager ) Manager

Figure 2.8 Regional organization design.

As the organization chart illustrates, each local HR function pro-
vided support to all aspects of the organization: R&D, manufacturing,
sales and marketing and corporate services (IT, finance etc.) on a
strictly national basis. The only part of the HR organization that had a
global remit was a small team that reported to the group HR director
and had responsibility for management and career development for a
cadre of senior managers globally. Thus the organization operated a
conventional HR structure for a global organization.

As it was only one part of the organization (R&D) that decided to
organize itself globally, it was not thought to be appropriate for the HR
organization to be completely redesigned. However, it became clear
very quickly that the existing structure was not sufficiently flexible to
meet the changing needs of the business. The HR function and global
line managers experimented with several options over a 12—18-month
period, as described below.

Phase 1: Retain the existing organizational design and re-skill staff

This phase allowed local HR staff who had supported the R&D organ-
ization prior to globalization to continue to work with their clients
who had recently been appointed as global managers.
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Advantages Disadvantages

Provided line managers with Existing staff did not have
continuity of support at a appropriate skills to operate
time when they were facing effectively in a global context

many other challenges

Provided opportunity for Local HR staft provided
personal development for key seemingly conflicting advice
HR staff to global managers on policies

and practices

Staft knew how to navigate No dedicated budgets or
the informal systems to access resources to introduce any
resources ‘global’ initiatives

Low risk — did not need to No authority to resolve
confront existing ‘global’ policy queries

organizational power bases

Simplicity — did not require The ‘Noah’s Ark’ syndrome —
additional resource or each global manager had to
reallocation of resource deal with two or more HR

staft for any issue that affected
their staff internationally

This option was the organization’s initial response, since it
represented the least amount of change and was low risk. No one was
clear what the impact of the organizational redesign in R&D would
be and it seemed premature to be making radical changes to support
functions initially. However, within a matter of weeks, there was
teedback from the new global managers that this approach was not
providing them with the support they required. A different response
was developed.
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Phase 2: Create global HR teams as pilots

The next experiment was to set up global HR project teams to deal
with specific issues and transfer individuals with the appropriate skills to
lead these teams on a part-time basis.

Advantages

Disadvantages

Focused resources in areas of
greatest need

Allowed HR to respond
flexibly to changing
requirements

Low risk — allowed the
regional HR structures (and
therefore the power bases) to
remain untouched

Provided individuals who had
appropriate skills with career
development opportunities

A few individuals had very
high workloads and were
travelling extensively, to the
detriment of their health and
home life

Difficult for the project teams
to make things happen as
budgets and decision making
at the senior level were still
regionally organized

Little opportunity to transfer
the learning from these
project teams to the wider
HR organization

Temporary nature of the
project teams meant that they
were not given priority

Part-time leadership roles led
to role ambiguity and role
overload

The greatest success of this stage of the experiment was the ability to
focus HR resources on the areas of greatest need. It was relatively easy
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to solve the ‘quick wins’. For example, line managers with new global
responsibilities simply did not understand the basic terms and condi-
tions and employment law practices in some of the countries where
they now had staft. One of the global HR teams developed a handbook
and a series of short lunchtime briefings over a very short timescale to
overcome these difficulties in a consistent manner.

The greatest downfall of this option was that it left decision-
making and budgetary authority residing at regional and local levels.
This meant that any of the significant global changes that needed to
happen were dependent on the global HR team’s ability to influence a
range of stakeholders. This was taking too much time and the line
managers were demanding that HR provide some more comprehen-
sive solutions to the problems they were experiencing. They were keen
to make the new global organization successful and were supportive of
HR being given the resources to make things happen. It was also clear
that the impact of the globalization of R&D was far reaching and was
going to have long-term implications for the wider business. Indeed, if
this worked in R&D, manufacturing was keen to follow within the
next 18 months.

Phase 3: Embed permanent global teams into the HR structure

The next phase of the experiment was to create a small core team with
global roles and appoint staff with appropriate skills into the roles on a
full-time basis.

The dedicated global teams were given a clear mandate by the
organization and provided with sufficient financial backing to accom-
plish the goals they were set. They were able to bring in expertise from
outside the organization, to enable them to ‘fast track’ some of the
learning. A number of key projects were initiated and completed,
encompassing the selection, development and rewarding of interna-
tional teams. Over 12 months, the organization’s capacity to operate
effectively across the globe was making good progress.

As the organization became more sophisticated in the way it
worked across boundaries, the demand for support from HR grew
exponentially, particularly when it came to providing facilitators and
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Advantages

Disadvantages

Provided the global
organization with a dedicated
resource

Enabled newly appointed staft
to focus on developing
interventions specifically for
global leaders and their teams

Created new career path for

Created an ‘elite’, which left
some staff feeling excluded
from a key strategic initiative

Concentrated the
organizational learning in a
tew people, who quickly
became the ‘global gurus’

Did not provide sufficient

HR staff flexibility to respond to

changes in client demand

coaches for newly created global R&D teams. It became clear that the
skills developed by the core HR team members needed to be trans-
terred to a wider population. This wider population needed to extend
beyond the HR function if the organization was going to develop a
sustainable capability to operate globally eftectively.

Phase 4: Create a part-time global network to support the core teams

The final stage of the experiment was to create a network of coaches
and facilitators to work alongside the full-time core team on a part-
time basis as the needs of the organization changed. Two members of
the core team were given responsibility for co-ordinating and develop-
ing this network in addition to the other projects on which they were
working. The initial members of the network came from HR and from
technical training teams in the business, but it soon grew to include
global team members from the business who were keen to pass on their
learning to others in the organization.
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Advantages Disadvantages

Involved line managers, ‘Messy’ — needed some level

external experts as well as HR~ of co-ordination if

staff organizational benefits were
to be realized

Developed a broader base of Some people were not
‘global’ capability across the comfortable with the level of
organization role ambiguity

Provided the flexibility to These roles often cut across
meet the changing needs of existing power bases and

the business without the need  individuals therefore required
to increase overall headcount effective conflict-resolution

skills to make things happen

After the organization had experimented with the options discussed,
the solution that proved to work most effectively was to have a full-
time core global team who had the budgetary responsibility for deliver-
ing solutions to the global organization irrespective of location. This
team was staffed with individuals with the most appropriate skills,
irrespective of their previous positions in the hierarchies of the regional
structures. This team had accountability for working with senior man-
agers to formulate the HR strategy and identify what resources would
be required to deliver the agreed strategic priorities. To implement the
strategy, this team worked in conjunction with a network of local staff
(HR and line) who worked with the R&D organization as coaches and
facilitators on an as-needed basis. This provided maximum flexibility at
low additional cost, while increasing organizational learning.

This case study is just one illustration of how organizations can
build flexibility into their design options and encourage an atmosphere
of appropriate experimentation.
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CONCLUSIONS

This chapter explored some of the barriers to designing effective global
organizations and identified some key principles for leaders to consider:

B Design the organization to make it more effective, not easier to
manage.
B Secek out difference and value diversity.

Dilemmas are inherent in global organizations.
B Global organizations are open systems and interact with their
environment.

It then discussed how these design principles might be put into practice
and the skills that leaders of global organizations might require when
implementing effective designs:

B Ensuring that the design is aligned to the strategic intent of the
organization.

B Being comfortable living with the tensions of a multi-focus
design.

B Building an organization that simultaneously is customer facing
and has clear internal accountabilities.

B Proactively designing in sufficient flexibility to enable the organ-
ization to adapt to changes in its environment in a timely
fashion.

Finally, if having read this chapter you recognize the need to redesign
part of your organization, here are a few thoughts to start you on your
way:

1. Organization design is a strategic choice. There is no such thing
as a ‘perfect’ structure. You need to explore the alternatives and
assess which design best fits your business.

2. Where the current design broadly meets the needs of the future
business strategy and plan, it is better to retain the existing design
and look for other means of enhancing performance, e.g. realign
reward processes to drive different behaviour, or refocus leader-
ship behaviour to key strategic priorities.
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3. Where there is not a good match between current design and
future business needs, more redesign work will be required. De-
sign the ‘optimal’ structure first (on paper), then figure out how
you need to modify that design, taking into account constraints
or obstacles:

O  Obstacles may include existing management talent; existing
employee  skills;  organizational  culture; regulatory
requirements.

O When obstacles exist, design a transitional structure that will
get you closer to your optimal structure.

O Once a transitional structure is in place, create an overall
game plan for overcoming these constraints.

O Existing HR processes should not be considered obstacles to
an optimal structure. These can be realigned later.

4. Design the horizontal structure first.

5. When designing the vertical structure, make sure that each layer
adds unique value. Specify what this value is in terms of the
general types of decisions for which the layer is accountable.
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CHAPTER 3

MANAGING ACROSS
CULTURAL DIVIDES:
IS IT REALLY A PROBLEM?

There’s None So Blind . . .

Larry Smith was an American technologist who had decided that
he wished to increase his international experience and knowledge
by taking a three-year contract at the Hong Kong subsidiary of a
US multinational. His area of specialization was R&D manage-
ment and his role was to develop research in his specialist area.
One of Larry’s first hires was Daisy Choi, a PhD from Hong
Kong University. Larry and Daisy soon found areas of common
interest and began several joint research projects.

After two years the new R&D department had grown from
just Larry and Daisy to a total of 11 research staff. For the first
time in his life, Larry was more of a manager than a scientist. He
was quite pleased with this change, as he believed that he would
be able to put some of the theoretical approaches learned on his
MBA into practice. After a while, he began to notice that a
couple of the R&D staff were not performing up to standard. In

particular, he was worried about Frank Tam, a young member of
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staft who had recently joined. Frank seemed much slower in his
work than other staff and often made errors of detail. He some-
times missed important project meetings and when he did attend
he often had not done the required work.

Larry decided that he needed to take remedial action. Re-
membering the material on performance objective setting and
discipline that he had been taught, he asked Frank to come and
see him privately in his office. Larry gave Frank feedback on his
performance, asked about any possible barriers to satisfactory per-
formance, outlined the required standards of behaviour and made
sure he understood the consequences of non-compliance. Frank
seemed to take it well but did not seem very contrite. Larry set
him some objectives and deadlines and the meeting ended. Larry
was surprised and upset to find that Frank’s performance did not
really improve over the next three months, so he saw Frank again
and repeated the process. Again, he saw no real improvement in
performance.

Frustrated and unhappy, Larry decided that he needed to
confide in someone. He consulted Daisy, who had now become
deputy head of the R&D department. He outlined the problem
and was surprised when Daisy simply smiled. “What’s so funny?’
demanded Larry, by now dangerously close to losing his temper.

“You,” replied Daisy. “You have worked in a Chinese cul-
ture for over three years and despite studying it in your spare time
you appear blind to the cultural foundations of your own be-
haviour or those of your staff.’

This vignette represents an everyday story of cross-cultural misunder-
standing. There’s none so blind as those who cannot see. We are all
often blinkered by our own cultural lenses and we believe that they are
universal. That is, until we come across situations such as that faced by
Larry. Larry tries hard to deal with Frank’s lack of performance but
purely from within his own cultural orbit. As we shall see, Larry comes
from a culture characterized by low power distance and individualism,
whereas Frank comes from a culture characterized by high power
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distance and collectivism. While Larry’s actions such as private disci-
pline would probably have worked well in his own culture, they failed
to solve the problem in this very different culture. Obviously a very
different approach is required. The key to understanding this situation
is the fact that there are two very different forms of society: guilt
cultures and shame cultures (Benedict, 1989).

Western cultures like Larry’s are generally ‘guilt’ cultures while
eastern cultures like Frank’s are generally ‘shame’ cultures. Guilt refers
to an internalized form of control. We feel guilt inside because we
believe that we have done something we know to be wrong. Thus
guilt is a process by which we fail to measure up to an internalized
standard. In western cultures guilt can be a powerful lever to change
human behaviour, a fact not unnoticed by the Catholic church. Shame,
in contrast, refers to an externalized form of control. We feel shame
when others whom we value let us know that we have done something
wrong. This lever was used extensively in the Chinese Cultural Re-
volution, when senior cadres were humiliated publicly on stage. Of
course, in all cultures one has both guilt and shame. Yet Benedict noted
that in most cultures one dominates over the other. Larry was using
private interviews to try to inculcate guilt feelings in Frank that would
lead to improved performance. However, this was not working. What
Daisy suggested to Larry was that he should try to use some public
shaming mechanisms on Frank, or, alternatively, leave the performance
improvement problem to her and the rest of her team. Larry asked
Daisy what this would mean and was told that she would use group
pressure and shaming to bring Frank into line. From this episode, Larry
learned that managing in a global setting was harder than he imagined
and that what worked ‘at home’ did not necessarily work abroad.

WHAT IS CULTURE?

Any attempt to explain the eftects of culture on global-scale economic
action and managerial behaviour faces two problems. The first is defi-
ning and conceptually clarifying the concept of culture. The second is
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providing a plausible explanation of how culture actually functions as a
determining variable that affects action and behaviour. In much cross-
cultural management writing, culture is often inadequately theorized
and the link to behaviour remains at the level of inference or, worse,
assumption and speculation.

Culture is a profoundly problematic and contested concept. It is,
of course, a concept of high abstraction, or perhaps better yet, a con-
cept of multiple levels of abstraction. At its most abstract it refers to ‘the
human ability to use complex linguistic and non-linguistic symbols to
transmit shared traditions and patterns of social interaction through
time and space’ (Evans, 1993: 21). It also refers, more concretely, to the
material outcomes of social action. Culture has frequently been con-
ceptualized in terms of layers or levels: from core basic assumptions,
through expressible values, to overt behaviours and other material
manifestations (e.g. Hofstede, 1991; Schein, 1985; Trompenaars,
1993). The concept also implies difference: that the culture of one
social group is unique and distinguishable from another. Thus cultures
can be distinguished by the varying patterns they display in their sym-
bolic systems, modes of social interaction and concrete artefacts. While
culture differentiates, it would be a mistake to conclude that it homog-
enizes. Analytically and abstractly to identify and classify the set of
shared assumptions, values, interactional patterns and artefacts of a
group of people as ‘a culture’ is not to eradicate individual differences
nor to capture the kaleidoscopic possibilities for particular, situated
attitudes and actions.

Culture only began to be incorporated into business/management
theory as international business became more intensive and extensive in
the post-war period. Even then, the earliest cross-national management
research paid little attention to culture per se, preferring to use ‘nation’
as the unit of analysis (Harbison and Myers, 1959; Farmer and
Richman, 1965). This work was situated, at the time, within the wider
debates on development and the chief focus was on the relationship
between management and economic development. Culture was
defined in terms of nation, and national identity was taken as a single
and permanent characteristic of individuals. Culture itself was rarely
defined or operationalized a priori, and mostly functioned as an
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independent variable invoked post hoc to explain any observed dif-
ferences between nations studied. This has largely remained the case in
cross-cultural management writing and been the subject of a good deal
of criticism (Punnett and Shenkar, 1996; Peng, Peterson and Shyi,
1991).

A more specific focus on culture only really emerged in the early
1980s, again stimulated by the widely declared uniqueness of Japanese
culture and its impact on a distinctive management style and system
(Ouchi, 1981; Pascale and Athos, 1981). Of great significance was
Hofstede’s (1980) operationalization of cultural value dimensions and
explicit theorizing of culture and its impact on management. This
enabled the measurement of value differences across cultures and the
explicit inclusion of ‘culture’ in empirical studies. However, even
Hofstede has little to say about how culture actually affects behaviour.
He defines culture as ‘the collective programming of the mind which
distinguishes the members of one human group from another’ (1984:
21). Presumably, such ‘mental programming’ shapes how people inter-
pret their environments and social situations, and at least partially de-
termines how they respond to them and construct lines of action. In
effect, Hofstede merely says, ‘As nearly all our mental programmes are
affected by values, nearly all are affected by culture, and this is reflected
by our behaviour’ (1984: 23). The assumption is therefore that values
thus mediate between culture and behaviour.

The measurement of espoused values has been a prominent strat-
egy 1n cross-cultural management research. Many studies have drawn
on Rokeach’s (1973) conceptualization of values and provided various
operational measures to generate cross-cultural data. However, a noted
problem with this approach is that questionnaires for measuring values
were often designed in the US and constructed in relation to values of
relevance to that culture. Any universal qualities of such values are only
assumed and there is no guarantee that the instrument will effectively
resonate with the values prevalent in other cultures. This is a problem
with any cross-cultural research and is sometimes referred to as the
emic-etic dilemma (Berry, 1990; Peng, Peterson and Shyi, 1991).
Doubts persist as to whether the responses to values questions provided
in surveys do in fact correspond to the operative values of managers
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and, even if they do, whether the values held are actually converted
into behavioural outcomes.

Hofstede’s work also pursues a values-measurement approach.
While his derived dimensions do appear to reveal important cross-
cultural difterences, the actual link with organizational/managerial be-
haviour remains speculative. As Punnett and Shenkar (1996: 168) note:

Often, the large scale inclusion of national dimensions in cross-cultural compara-
tive research has meant forgoing any fine-grained understanding of how culture
impacts individual behaviour. Thus, while we have learned that national dif-
ferences are important, we still do not have a good understanding of how
cultural differences influence behaviour in and of organisations.

This remains a significant problem. Even when cultural dimensional
differences are measured, the actual relationship with specific organiza-
tional behaviours is rarely empirically demonstrated.

An additional critical problem is that of unpacking the impact of
culture from other potential determining factors. In observing actual
differences in organization or management, how can it be shown that
those differences are attributable to culture and not to some other
variable such as political economy, educational system or other institu-
tional factor? As Kelley, Whatley and Worthley (1987) state, ‘Isolating
the influence of culture on the development of managerial values is a
perplexing problem for comparative international management re-
searchers’. As noted, earlier models of comparative management gave
less credence to culture as the prime explanatory variable, giving as
much, if not greater, weight to a range of other possible variables
(Harbison and Meyers, 1959; Farmer and Richman, 1965).

TEN DIMENSIONS OF CULTURAL DIFFERENCE

Notwithstanding some of the criticisms noted above, it is clear that
‘culture’, whatever it may be, has some effect on managerial behaviour
and management practice. What, then, are the main dimensions of
cultural difference that have been identified by existing research work?
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A good starting point would be to examine the results of
Hofstede’s (1980) cultural values survey, since this is one of the few
existing attempts to measure cultural differences empirically on a large
scale. From his extensive survey data he derives four dimensions de-
scribing basic problems of humanity with which every society has to
cope; the variation of country scores along these dimensions shows that
different societies do cope with these problems in different ways. The
four derived dimensions (Power Distance, Uncertainty Avoidance,
Individualism—Collectivism, Masculinity—Femininity) represent pat-
terns of response to universal problems that people face. Similarity in
dimension patterning among cultures therefore suggests that they have
developed similar values in relation to preferred patterns of response to
these problems.

There are some other well-known schemas of broad cultural dif-
ferences to which we can also refer. The root of these schemas is the
classic work of Kluckhohn (1951), Kluckhohn and Strodtbeck (1961)
and Kroeber and Parsons (1958). Variations on their descriptions of
dimensions or patterns of cultural difference can be found in Adler
(1991) and Trompenaars (1993). By putting these schemas together
with Hofstede’s dimensions, we can identify the ten most important
aspects of cultural difference worldwide.

Power Distance

Hofstede defines power distance as the extent to which power is dis-
tributed unevenly in a society and the degree to which this is accepted
(1984: 65—-109). People in high power distance cultures accept a hier-
archical order in society, in which everyone has their proper place.
People in low power distance cultures try to minimize differences in
power and expect any actual differences to be justified.

Thus power distance in an organization refers, among other
things, to the ‘perceptual’ gap between ‘boss’ and ‘subordinate’. In high
power distance cultures this gap is perceived, by both parties, to be
large. Subordinates see themselves as occupying a much lower place in
the organizational hierarchy and are reluctant to criticize or openly
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challenge bosses. Subordinates expect bosses to provide clear and deci-
sive leadership and to manage in a rather autocratic way. Bosses in such
cultures expect subordinates to be hard working and compliant and to
follow directions and orders. They expect subordinates to know their
place and not to ‘talk back’. In contrast, in a low power distance culture
the gap between boss and subordinate is perceived to be relatively small
or negligible. Indeed, in such cultures both parties would be unhappy
with the notion of ‘boss’ and ‘subordinate’ status. In such cultures,
subordinates feel able to speak freely with their boss and offer advice,
assistance and challenge where necessary. Bosses expect ‘good’ subordi-
nates to be forthcoming with their ideas and to challenge the status quo
in a creative and innovative manner.

Dangerous Treatment

Dr Duncan White is a senior British surgeon working on assign-
ment at a major hospital in Los Angeles. He becomes concerned
when he realizes that a Mexican nurse, Amy Torres, is im-
properly using a particular machine for patient treatment.

He finds Mrs Torres in a corridor and explains that there is a
problem. He outlines the proper procedure to her and asks if she
understands. She says that she does.

Two hours later, Dr White checks on the patient, only to
find that the patient is still doing poorly as Nurse Torres has
continued to administer the treatment improperly. Again, Dr
White queries her and again she affirms her understanding of the
procedure.

The scenario above could, of course, potentially have many causes and
explanations. It could be that the nurse is deliberately applying the
incorrect treatment for some reasons unknown to us. It could be a
simple case of miscommunication. But if we scratch the surface we can
see that power distance is playing a part in this potentially lethal prob-
lem. The nurse comes from a high power distance culture (Mexico)
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and thus is reluctant to admit to the doctor that she does not fully
understand his instructions. Such a query may be seen as an implied
challenge to authority in her culture and could make the authority
figure lose face. The doctor comes from a low power distance culture
where subordinates would feel free to raise their lack of understanding
and thus he would expect the nurse to apply the correct treatment, as
she has not raised any queries. How can this problem be resolved?
There are two clear options. First, the doctor can finesse the power
distance gap by getting the nurse to demonstrate the correct procedure
in his presence so that he can coach and correct. Second, he could seek
to lower the power distance gap by having a senior nurse instruct Mrs
Torres in the correct procedure. In this lower power distance situation
she would be more likely to voice her lack of understanding.

While this is only a small example, it does raise some important
issues for organizations attempting to be global. What is the culture of
the parent or head office? Often for western multinationals (MNCs)
this will be a low power distance culture such as the UK, Germany,
Scandinavia, Australia or the US. Managers from these cultures will
have to learn to manage in rather different ways in the high power
distance parts of their global empires.

Uncertainty Avoidance

Every society is faced with the fact that the environment and the future
are uncertain. However, the ways in which different cultures react to
this uncertainty vary. Uncertainty avoidance has been defined as the
degree to which people experience uneasiness in ambiguous situations
and their degree of tolerance for deviant or innovative ideas or
behaviours (Hofstede, 1984: 110—47). Strong ‘uncertainty avoidance’
cultures feel threatened by uncertainty and try to control it. They do
this by attempting to remove the uncertainty through certainty-
creating mechanisms. These would include bureaucratic rules, planning
systems, control systems and the use of experts. Such cultures are
characterized by fear of failure, lower levels of risk taking, a preference
for clear instruction, the upholding of corporate rules and the
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suppression of conflict. Examples of such cultures cited by Hofstede are
Greece, Japan and France (1984: 122).

Weak uncertainty avoidance cultures, on the other hand, feel
happy with ambiguity and uncertainty and are happy to ‘roll with the
punches’. They tend to be more pragmatic and flexible. Such cultures
are characterized by a high propensity to change, greater optimism,
higher levels of risk taking, the bypassing of corporate rules and a
greater tolerance of conflict. Examples of such cultures as cited by
Hofstede are the UK, Ireland, the US and Canada (1984: 122).

Are there any particular implications for MINC:s in relation to this
dimension? It can be suggested that this dimension is of particular
importance for the ways in which managers operate and could poten-
tially cause problems within a global organization or between global
partners from different cultures. Good examples would be in the cre-
ation of international joint ventures (IJVs) or mergers. It has been noted
that the British and the Dutch have historically had a number of
successes in both major mergers (Royal Dutch/Shell) and I[JVs. This
can partially be attributed to the fact that they are both relatively low in
uncertainty avoidance (as well as both being low in power distance and
highly individualist). On the other hand, the record of Franco-British
mergers is not so good (e.g. GEC Alsthom). This is probably to do
with the fact that the French have a strong uncertainty avoidance
culture with a preference for hierarchy and rules, which irritates the
more flexible and weak uncertainty avoidance British. On the other
hand, the French have often accused the British of being without
principles, which the British defend as being pragmatic or flexible.

Individualism and Collectivism

Hofstede’s third dimension contrasts individualist and collectivist so-
cieties. Individualism is defined as a preference for a loosely knit social
framework in society in which individuals are supposed to take care of
themselves and their immediate families. Children in such societies are
raised to become autonomous and to express their individuality. In
organizational terms individualism is manifested in a simple calculative
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involvement with the employer, emotional independence from the
company, desire for work autonomy, a focus on creativity and innova-
tion and a drive towards leadership roles. In Hofstede’s data the five
most individualist countries were the US, Australia, UK, Canada and
the Netherlands.

Collectivism, on the other hand, is a preference for a tightly knit
social framework in which individuals can expect their relatives, clan or
other in-group to look after them, in exchange for unquestioning
loyalty. Children in such societies are raised to understand the import-
ance of networks and relationships and to suppress individual view-
points to preserve group harmony. In organizational terms collectivism
is manifested in a more moral involvement with the employer, emo-
tional dependence on the company or work group, a focus on security
and harmony, an acceptance of one’s place in the hierarchy and aspira-
tions for conformity. Collectivist countries include clusters in both Asia
(Philippines, China, Singapore, Taiwan and Thailand) and South
America (Chile, Peru, Colombia and Venezuela).

Masculinity and Femininity

Hofstede’s final dimension was perhaps the most fiercely debated of the
four. A factor was identified that Hofstede labelled Masculinity—
Femininity. He was immediately attacked by feminists and others for
gender stereotyping. He later tried to retract and relabel the dimension
as tough minded—tender minded. Masculinity (tough minded) can be
simply defined as the extent to which aggressiveness, assertiveness and
materialism are present as a shared value set within the culture. Mas-
culine cultures tend to be ones where there is a high level of work
centrality, where companies intrude on the private lives of their em-
ployees, where there is an achievement ideal, where performance and
growth are valued and where people live to work.

Femininity (tender minded), on the other hand, can be defined as
a preference for relationships, modesty, caring for the weak and the
quality of life. Feminine cultures tend to be those where work is only
part of people’s lives, where company interference in private life is
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resisted, where there is a service ideal, where quality of life and
environment are important and where people work to live.

The case of the Japanese—Swedish joint venture

J. ‘Ben’ Shaw leaned back in his leather executive chair and began
to reflect. When he had first been approached to become the
CEO of Hi-Qual in India he had been both surprised and
delighted.

For most of his career since graduating from Stanford with an
MBA, Ben had worked in the semiconductor industry in Califor-
nia’s ‘silicon valley’. He had always wanted to work abroad but had
never really had the opportunity, apart from the usual short busi-
ness trips. In this sense he had been delighted when he was asked to
become the CEO of a new international joint venture company
(Hi-Qual) to be established in India to service the growing Asian
chip market. On the other hand, he had been surprised. Hi-Qual
was a joint venture between two unlikely partners. Toku was a
growing Japanese electronics company that had recently entered
the semiconductor industry. SRD was a Swedish conglomerate
with both a high-technology research and development division
and extensive sales and marketing operations in Asia. Both com-
panies had agreed that the new joint venture (JV) should be headed
by someone from a ‘neutral’ country.

In his mind Ben reviewed the three-year history of Hi-
Qual. In many ways there had been few problems. Setting up
business in India had been easier than expected and the Indian
workforce in the production plant was highly skilled and very
efficient.

The real problems appeared in the managerial and technical
ranks, which were jointly staffed by roughly equal numbers of
Japanese and Swedish executives. There had been a series of
different problems, including the following:

1. Initially there had been some difficulty in getting Swedish

staft to come to India for short contracts (up to 18 months)
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without families. No such problems had occurred with Jap-
anese staftf. Since company housing had become available
for expatriates that allowed dependants to accompany staff
during contracts, the difficulties seemed to have eased.

2. There was a comparatively high labour turnover among the
Swedes and the expatriation failure rate was higher than for
the Japanese (where it was virtually zero).

3. The Swedish staff had complained to Ben that the Japanese
were overly zealous in their work and worked excessive
hours in the evening and at weekends. They felt that the
workload at Hi-Qual did not justify such work patterns.
They also felt that the Japanese tended to make decisions
among themselves in private before issues were discussed in
committees or task forces.

4. On the other hand, Ben had heard from a trusted colleague
that the Japanese executives felt that the Swedish staft were
lazy as they all left work at around 6 pm and did not work
weekends. The Japanese felt that the Swedes were not ‘pull-
ing their weight” on projects. They also felt that there had
been occasions where senior Japanese executives had been
challenged and insulted in meetings.

Ben reflected that things seemed to be heading from bad to
worse. Now there were signs that task forces and project teams
were either Japanese or Swedish in composition. Extra layers of
bureaucracy seemed to be increasing as reporting relationships,
committees and task forces were parallelled. And to make matters
worse, there was evidence of both senior Japanese and Swedish
executives bypassing Ben and reporting directly to their home
country managements!

‘Heck,” exclaimed Ben. ‘“What’s the matter with these
people? Why can’t they work together?’

The answer to Ben’s question is that the key problem is the large
differences between Swedish and Japanese culture. Japan is strong on
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uncertainty avoidance and is the most ‘masculine’ of the original 39
countries in Hofstede’s data set. Sweden is weak on uncertainty avoid-
ance and the most ‘feminine’ of the countries in Hofstede’s database.
The Japanese ‘masculinity’ can be seen in their willingness to be ex-
patriated to India without their families, their lower level of turnover
and their ‘workaholic’ lifestyle. The Swedish ‘femininity’ can be seen
in their reluctance to expatriate without families, their higher turnover
rate and their insistance on balancing work time with leisure time. This
case shows the difficulties involved in working together across cultural
boundaries when the cultures involved are clearly divided in terms of
some important facet of culture.

Long- and Short-term Orientations

Hofstede’s original four dimensions have been complemented by a
fifth, Long-term Orientation (initially labelled ‘Confucian Dyna-
mism’). This followed Bond’s development of the Chinese Value Sur-
vey (CVS) as an attempt to construct a values survey from a purely
indigenous Chinese perspective (Chinese Culture Connection, 1987).
Bond asked a number of Chinese social scientists to identify the core
values of Chinese culture. The process eventually led the construction
of a simple questionnaire that was translated and administered to 100
students in each of 22 countries (a sample from the People’s Republic
of China (PRC) was added later). Analysis revealed four dimensions,
three of which correlated significantly with three of the Hofstede di-
mensions (not with uncertainty avoidance). However, the fourth CVS
factor had no correspondence (Hofstede and Bond, 1988). It was this
factor that Bond labelled ‘Confucian Dynamism’, since he felt that the
items composing it reflected central values of Confucianism. Hofstede
(1994: 164) argues, ‘In practical terms, it refers to a long-term versus a
short-term orientation in life’. At the ‘long-term’ end of the dimension
are located the values of persistence, thrift, having a sense of shame and
ordering relationships by status and observing this order. At the other
end are personal steadiness and stability, protecting your ‘face’, respect
for tradition and reciprocation (of greetings, favours and gifts).
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At a macro level this dimension has implications for how people
relate to time. One example is the perspective taken with respect to
saving. Long-term orientation cultures tend to be more concerned with
saving for the future (even for future generations). This has implications
for the perceived function of capital accumulation, for rates and levels of
savings and ultimately for the structure of capital within the society.
These issues have organizational effects, but the dimension has numerous
more direct implications for management and organization. For ex-
ample, it has likely implications for planning activity and for decision
making. The time horizons for plans and decisions will vary according to
where cultures lie on this dimension. US culture tends to be very present
and/or future oriented, but its future orientation tends to have a short
time horizon. The short-term perspective of US business has been fre-
quently commented on, characterized by the tyranny of the quarterly
report. Japanese culture, along with others in Asia, tends to have a longer
time horizon. Investment planning for Japanese organizations in the
PRC indicates that they plan for returns on investment over periods in
excess of ten years. Early investments by US companies tended to work
on typical three- to five-year return cycles.

Universalism and Particularism

In universalistic cultures, general, abstract and universal principles are
developed that both guide behaviour and are the prime means of its
evaluation. A person confronting a dilemma will ask, “What is the
general principle here and if 1 act inappropriately what universal
principle will I have breached?’ Because of the high level of abstraction,
the universal principle is made to cover a wide variety of particular
cases and should be adhered to and applied despite the specifics of the
particular situation. In particularistic cultures the guidance and evalua-
tion of behaviour and action are considered much more with reference
to the particular concrete circumstances. When confronted by a di-
lemma or breach of behavioural norms, people will not refer to some
internalized, universal principle, but to the practical exigencies and
implications within that particular situation.
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Trompenaars (1993) sees the practical contrast between the two as
one of a different perspective on rules versus relationships. That is
because in particularistic cultures it is the overriding importance of
specific and concrete relationships that demands attention in determin-
ing lines of action or in judging behaviour. People will ask themselves,
“What does my intended line of action mean for those with whom I am
in a relationship, how will they judge my actions and how will they
respond to my actions?” These calculations have far more impact than
any superordinate abstract universal principle.

Hire My Daughter

Jaswal Singh had trained as an engineer in India prior to moving
to Germany in the late 1960s. After working in a succession of
engineering jobs, Jaswal joined Hannover Motor Bus in the late
1970s and has now risen to his present position as superintendent
of the coachwork repair shop.

Jaswal’s youngest daughter, Sonia, has recently graduated
from Heidelberg University with an engineering degree and a
business diploma. Jaswal feels that it is his duty to help her find
employment, as he has done for all his other offspring.

Recently Jaswal noticed that a junior engineering position
has been advertised in the depot where he works. It is in a
different section to his own but is also under his immediate boss,
the depot manager. Jaswal goes to see Rolf Gutmann, the depot
manager, and asks him to hire Sonia. Rolf is appalled and
enraged. Although he noted that Sonia was extremely well
qualified for the vacancy, he refuses to have a father and daughter
working in the same depot. Indeed, the very suggestion of hiring
family members is repugnant to him. He flatly rejects Jaswal’s
request. Jaswal is very upset and believes that Rolf is acting un-
fairly. He sees no problem in working in the same depot as Sonia.
He is so upset that he lets it be known that he is thinking of

leaving.
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Rolf is reluctant to lose such a skilled and experienced
superintendent and asks you for your advice. In particular, he
wants to know why Jaswal is behaving in such an odd way and
what he should do to solve the problem.

This case demonstrates the practical difficulties that often emerge from
a clash between universalistic and particularistic cultures. Rolf comes
from a universalistic culture that is also moderate in terms of uncer-
tainty avoidance and is individualistic. Jaswal comes from a particularis-
tic culture that is weak on uncertainty avoidance and is moderately
collectivist. Jaswal feels that it is his job as a patriarchal father to help his
daughter find suitable employment and has thus approached Rolf.
‘While Jaswal is aware of company rules designed to prevent ‘nepotism’,
he believes that his long service and exemplary record mean that an
exception can be made in his case. He also believes that by hiring his
daughter the company can be sure that they are not making a selection
mistake, because he can guarantee her good behaviour and work per-
formance. On the other hand, Rolf supports the company position
because he believes in a meritocracy and the universal application of
rules. Rolf believes that people should get jobs strictly on merit and not
through family connections, however well qualified they might be. He
is also against family members working together as he believes this
could result in favouritism and the formation of cliques. This cultural
clash seems to be heading for an unhappy ending. However, we shall
see later that if the parties are aware of the cultural drivers of their own
positions, a ‘win—win’ solution is possible.

Specificity and Diffuseness

This dimension deals with the extensiveness of our relationships with
others and the extent to which people in different cultures compart-
mentalize and privatize different life spheres and the relationships that
go with them. Diftuse cultures tend to view things holistically and in a
deeply contextualized manner. It does not make sense to parcel things
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up and to separate thing out analytically into discrete components. An
extreme version of this is embodied in Taoism and in the Chinese
notions of ying and yang. What most often appear to a westerner as bi-
polar opposites are to most Asians two sides of a coin, inextricably
interwoven. Western thought is characterized by analytical strategies
that abstract things into categories and build them into linear processes.
Asian thinking tends to try to retain elements in their relationship
complexity. Things remain elementally interrelated and embedded in a
context.

This notion of diffuseness and specificity relates to things in the
environment and in cognitions, but it also relates to a difference in
sense of self and identity. People from specific cultures are able, as it
were, to divide themselves. A person has little trouble behaving and
thinking in one mode for one specific context, but turning to another
in a different situation. Thus in a business negotiation, a US manager
functions as a negotiator. He only wants to engage with that aspect of
himself and does not conceive that it is his whole self that is engaged in
the negotiation situation. On the golf course between negotiation
sessions, the US manager is happy to be ‘Brad’, a difterent type of social
identity. He does not feel that the negotiation identity has continued
fully formed on to the golf course. This way of looking at things and
behaving will seem odd to most Asians, Latin Americans and others
from diffuse cultures. The person and their identity are not divisible in
this manner. The person is a totality and that totality is present in all
situations, however diverse. Thus on the golf course the business nego-
tiator is still present, and things that happen or are said may have a
bearing on how the negotiation is viewed.

Achievement and Ascription

This dimension refers to the mechanisms by which people in a society
attain status, power and position. In achievement-oriented cultures
there is more emphasis on what people do, their competencies and
accomplishments. This contrasts with ascriptive cultures where the
focus is on who you are, where you come from and what your



MANAGING ACROSS CULTURAL DIVIDES 97

connections are. Most western cultures are towards the achievement
end of the continuum, with their focus on a ‘meritocracy’ and the
extolling of individual success stories. Eastern cultures are towards the
ascriptive end of the continuum, but there is significant movement in
the direction of achievement, particularly in the business world. In
Malaysia, for example, there is a vestigial traditional status hierarchy
based on notions of nobility, family and clan. This is reflected in the
nomenclature that is still important within indigenous Malay society.
Even in contemporary overseas Chinese business, nepotistic practices
are very common and it is difficult for non-family members to get into
key positions. This cultural inclination has implications for, among
other things, leadership in Asian contexts (Westwood, 1997).

Internal and External Control

Kluckhohn and Strodtbeck (1961) discussed variable values and orien-
tations of cultures to their environments. It is possible to contrast three
different perspectives: harmony with nature; subjugation to nature; and
dominance over nature. Trompenaars (1993) reconfigures this into an
internal versus an external orientation, linking it to the psychological
concept of the locus of control. US culture is perhaps the pre-eminent
internally oriented culture, where there is an exceedingly strong belief
in the capacity, indeed the right, of humans to intervene and manip-
ulate the environment in the pursuit of the well-being and interests of
people. A strong internal orientation is associated with firm values of
personal self-efficacy and the capacity of people to intervene and deter-
mine outcomes. It also relates to the emergence of applied science and
all that has entailed for control and manipulation of the environment.
In cultures with an external orientation, there is more of a belief that
nature is the dominant force and that humans are a component in a
holistic cosmology; integral not dominant. This is reflected, for ex-
ample, in Chinese medicine, which is holistic in nature and focuses as
much on retuning the person to natural rhythms and proper connec-
tions as it does on treating a specific symptom. Core religions in East
Asia such as Buddhism and Taoism also place great emphasis on a
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harmonious cosmology. Externals will tend to give greater emphasis to
the determining impact of external forces rather than internal efficacies.
Such an orientation has implications for planning, decision making and
motivation.

Time Orientations

Following Hall (1976), there are presumed cultural differences in terms
of how time is conceived. Western conceptions of time are linear,
sequential, discrete and monochronic. There is also a strong orientation
towards the future, at least in the US. Linear time is the view that time
flows like a river and that once a moment of time has elapsed it is gone
for good. Thus people in these types of cultures tend to plan sequen-
tially and at the extreme use detailed time planning and management
systems. A monochronic approach means that people tend to do one
thing at a time. The implications of such an approach are that people:

tend to concentrate on the job at hand;
regard keeping to project and time schedules as essential;
emphasize promptness as a virtue;

have a strong preference for adherence to plans.

Eastern conceptions of time are non-linear, non-sequential, episodic
and polychronic. They are also somewhat more oriented towards the
past or the present and tend to be circular or even spiral in nature.
People in such cultures tend to be more fatalist in orientation and to
plan holistically rather than sequentially. A polychronic approach
means that people are happy to do several things at the same time. The
implications of such an approach are that people:

B are more willing to move from task to task before full task
completion;

B consider time commitments as desirable rather than essential;

B place more emphasis on completing human transactions rather
than objective tasks;

B base promptness on the nature of the particular relationship;

B are more willing to change previously specified plans.
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DEVELOPING CULTURAL SENSITIVITY

As organizations increasingly globalize, they tend to deal with more
cultures both as customers/consumers and as employees. To use Bart-
lett and Ghoshal’s (1992) terms, as organizations move from being
international to being more global or multinational and towards being
transnational, they have to face increasing cultural complexity (see
Kirkbride, Pinnington and Ward, 2001 for a more detailed exposition).
Of course, in the process there is a difference between the more global
firms whose key issue is global penetration and multinational firms
whose key issue is national responsiveness. One might expect cultural
sensitivity to be more relevant to the latter strategy than to the former.
Nevertheless, cultural sensitivity and understanding remains a key suc-
cess criterion for transnational organizations.

Cultural diversity is thus a fact of life for such organizations. It can
bring a number of benefits. These include:

B Increased creativity
— better problem definition
— wider range of perspectives
— greater volume and quality of ideas
— less ‘group think’
B Better decision making
— greater number of solutions generated and considered
— more holistic evaluation processes
— technically better decisions
B More effective and productive team work
B Better communication
— enhanced concentration required for communication
— leads to better understanding
B Improved marketing responsiveness
— better knowledge of consumer behaviour patterns

It is well known in the psychological literature that heterogeneous (‘di-
verse’) groups tend to do better than homogenous (‘similar’) groups in a
number of areas. On one level global, multinational and transnational
organizations are simply an example of a very large heterogeneous
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group. However, a number of caveats are in order. Most of the research
shows that many of the benefits only emerge in the long term. Thus
diverse groups tend to struggle initially and often require strong support
and facilitation if they are to reach this superior level of productivity. The
implication for organizations seeking to globalize is clear. To reap the
benefits of cultural diversity requires a high level of cultural sensitivity
and a deliberate policy of support for global teams and global networks
(for further discussion see Chapter 7). If the increasing levels of cultural
diversity are not handled correctly, these supposed benefits could easily
and quickly turn into a litany of problems. These would include:

Increased mistrust

A lack of desire to work together in teams
Increased stereotyping

More within-culture conversations

Increased fragmentation within groups — polarization and exclu-
sionary practices

Increased miscommunication due to non-native speakers, slower
speech, translation issues etc.

B Increased stress

B Inability to gain agreement

B Less efficient and productive teams

How can some of these problems be avoided? In the next section we will
consider what organizations have done, and can do, to alleviate these
problems. However, we also believe that on one level it is up to individual
managers to handle cultural differences in a more productive way by cre-
ating cultural synergy. When faced with possible cross-cultural problems
such as some of those outlined in this chapter, we believe that managers
have to follow a simple three-point process to create cultural synergy.

Step 1: Situation description

B Stand back from the situation and reflect.
B Try to describe the situation objectively from your own
position.
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B Try to put yourself in the other person’s shoes and see the
situation from their perspective.

Step 2: Cultural interpretation

B Try to assess the underlying cultural assumptions that each party
might be holding.

B What are the cultural values that can help explain your own
behaviour?

B What are the possible cultural values that could explain the other
culture’s behaviour?

Step 3: Cultural creativity

B Try to generate culturally synergistic alternative solutions.
B Brainstorm new solutions based on, but not limited to, the cul-
tures involved in the problem.
B Subject any solution to the following tests:
— Does the potential solution fit your cultural values?
— Does it fit the other culture’s values?
— Isit new?
B Implement the solution and observe the eftects.
B Refine the solution for future use based on multicultural

feedback.

Using this methodology we can find solutions to many cultural im-
passes. Take the ‘Hire my daughter’ case earlier. Here Rolf and Jaswal
appear to be locked in a zero-sum game with mutually exclusive objec-
tives. Rolf wants to uphold the hiring rules, while Jaswal wants him to
make an exception in his case. Yet there is a synergistic win—win
solution available. The issue turns on what is really Jaswal’s motivation
in this situation. If we define it as the need to get his daughter a job in
the depot, then it appears to be zero sum. However, if we define it as to
get his daughter a good job with a good firm as a start on her career
ladder, then we have the possibility of a positive sum solution. Rolf
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needs to probe Jaswal’s motivation more closely as well as considering
the basis of his own resistance to hiring Sonia. If Rolf can use his
network of contacts in other companies to obtain interviews for Sonia,
and as a result she gets a job, then Jaswal is likely to be happy, both that
he has succeeded in placing his daughter in a good job and that his boss
has valued their relationship enough to do him a ‘favour’.

GLOBALIZING THE LEADERSHIP CADRE

What can companies do to develop a cadre of managers capable of
operating in this international and culturally diverse environment? Re-
search work pioneered by Ashridge at the start of the 1990s identified
some competencies that appeared to be shared by such individuals
(Barham and Oates, 1991; Barham and Wills, 1992; Barham and
Berthoin Antal, 1994). Unlike others such as Bartlett and Ghoshal
(1992) who focused on the most senior decision makers only, Barham
and his colleagues focused on the competencies required by both senior
and middle managers. Indeed, they found the role of the latter to be
particularly crucial in creating a ‘global’ culture. From detailed research
in a number of ‘international’ companies such as ABB, Airbus, Cathay
Pacific, Nokia and SKF, Barham and Wills identified two distinct sets
of competencies. The first, which they termed ‘doing’ competencies,
represented a set of roles and role behaviours that seemed to be shared
by successful international managers. These were summed up under the
tollowing four headings:

Championing international strategy
Operating as a cross-border coach and co-ordinator
Acting as an intercultural mediator and change agent

Managing one’s own personal effectiveness for international
business

In addition, they identified a set of personal or ‘being’ competencies
that appeared to distinguish the more successful from the less successful
international managers. As Barham and Berthoin Antal note, ‘This
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second side to international competence underpins the active side of
the job and concerns the way that the manager thinks and reasons, the
way they feel, and the beliefs and values that motivate them’ (1994:
235). These competencies are grouped under the following three
headings:

B Cognitive complexity
B Emotional energy
B Psychological maturity

These competencies are discussed in more detail by Wills (Chapter 8)
later in this volume.

What can large international organizations do to try to develop
these cultural competencies and skills in their managers? Many organ-
izations are now explicitly trying to address these issues through various
forms of management development. For example, Volkswagen has
specifically targeted the issue of cultural capability in its Group Junior
Executive Programme (Mollet, 2000).

The Volkswagen Group Junior Executive Programme
(GJEP)
This programme has been running for eight years and is organ-
ized by Volkswagen Group Management Development in con-
junction with Ashridge. The target group is high potentials from
around the world who are in junior management positions and
aged around 30—-40. These individuals are seen as future senior
executives and are nominated and supported by a major business
unit (brand or region). One of the major selection criteria is an
openness to cross-cultural experiences and a willingness to travel
(Mollet, 2000: 156). The programme has three main sets of learn-
ing objectives: individual self~awareness; managerial skills; and
global and intercultural awareness. The latter contains the follow-
ing detailed objectives:

B ‘To understand and manage globalization issues affecting

our business,

B To gain first hand experience of intercultural perspectives,
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B To broaden business and managerial competence in an
international climate,

B To offer interfunctional, intercompany and intercultural
development opportunities,

B To develop the ability to transfer successful ideas from one
culture to another.’

The programme consists of three modules spread over nine
months. However, its core consists of strategic projects on which
the participants work throughout the programme prior to pres-
enting their recommendations to senior managers, including
board members, in the final module. Each year 30 participants are
selected for the programme and six project sponsors present pro-
jects to them. Participants are then allocated to project groups
that are multicultural, multi-functional and multi-company. Re-
cent projects have included:

B How to identify sources of local supply for a potential new
factory in India

B How to improve delivery times to customers in North
America

B  How to change the image of Skoda

B Alternative channels for second-hand cars

Participants attend the three modules and work in project
teams between the modules. Each participant is expected to spend
up to 40 days above and beyond the modules on project group
work. Given that a typical group will contain managers from Ger-
many, the US, South America, Spain and possibly Japan, one can
easily see that the group has to deal with large cultural differences,
both when together as a group and when working apart.

While the participants report a wide variety of learning from
the GJEP experience, the cultural learning always comes at the top
of most participants’ lists. Many remark that although they had
worked with people from other cultures before, they had never
worked so intensively and in such stressful situations in multi-

cultural groups. Many report that when things got tough in their
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group due to task-related problems, the cultural differences surfaced
and had to be addressed. This is invaluable learning for future senior
managers in a company that seeks to be a global manufacturer.

IS CULTURE REAL OR IS IT AN EXCUSE?

Of course, not all behaviour is influenced by national culture and even
those behaviours that are influenced by it are not necessarily deter-
mined by it. Thus culture is one, and only one, of the influences on
managerial behaviour. One could therefore argue that cultural dif-
ferences can be overplayed and that other factors such as personality,
corporate culture or economics are more important influences.
National cultural differences can easily be used as an excuse for lack of
commercial progress. However, our position is that cultural differences
are real and that culture plays an important, and often un-
acknowledged, part in organizational processes and managerial be-
haviour. Consider the following true, but disguised, vignette.

The Cross-Cultural Team

Harry Ford received the researchers’ report in silence. When they
finished he thanked them for their efforts and suggested a couple
of minutes’ ‘thinking time’ to review their findings.

He reflected on the events of the last two months. It had
begun with a request from the project’s joint managers for an
informal meeting to ‘talk through some difficulties’. The two
joint managers of the project worked well together and had co-
operated to produce a joint statement of the difficulties. Their list
of problems seemed substantial:

B We are behind schedule and it seems to be getting worse.
B The Germans are not really committed to the project.
They consistently refuse to work after 5 pm while the

Americans are still slogging away.
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B  The Americans are undisciplined, they just won’t follow
the procedures.

B The appraisal system with its mutually agreed goal setting is
bound to produce unfairness. Team members who set their
own goals are bound to opt for easy targets.

B [t’s not right to ignore seniority in calculating merit
payments.

B Turnover of the German staff is higher than we expected
and the constant influx of new members causes continual
problems.

The joint venture to develop a new generation of diagnostic
systems had involved teams of researchers working collab-
oratively in laboratories in the US and Germany. The suggestion
to bring a number of German researchers to the US to form a
large joint US—German research team had seemed a natural
development.

Ford had been aware at the time of the possible difficulties
arising from differences in national culture, but had felt reassured
by the knowledge that the joint venture was going well. He
knew that he had also believed that those who opted to work on
the joint project would be among the more adaptable and flexible
members of both teams and that they would be able to resolve
any difficulties that arose.

The joint managers of the project had been convinced that
national differences were at the root of the current problems.
Ford was inclined to agree with them, but was worried about
jumping to conclusions. Consequently he had insisted on com-
missioning some research to see whether there were any real
differences.

The researchers’ data suggested that there were real and
significant differences. They had begun by quoting some
early research on cultural differences by Hofstede. His re-
search indicated the wvalues given in Table 3.1 for the two
countries in this case and over the 40 countries included in his

survey.
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Table 3.1 Cultural differences

Power Uncertainty Individualism Masculinity
distance avoidance
Germany (FR) 35 65 67 66
USA 40 46 91 62
Mean 52 64 50 50
Standard 20 24 25 20
deviation
Range (94-11) (112-8) 91-12) (95-5)
(high—low)

In addition, the researchers conducted some interviews with mem-
bers of the joint research teams, with the results shown in Table 3.2.

Table 3.2 Percentages of American and German project team members who
agree with statements

UsS GER P*
(N=93) (N=289) Ilessthan

1. In an organization everyone 35 54 0.01
should know clearly who has
authority over whom

2. In order to maintain authority, 20 45 0.01
it is important for a manager to
keep a certain distance from
subordinates

3. In order to have efficient work 28 38 n.s.
relationships, it is often
necessary to bypass the
hierarchical line

4. It is important for a manager to 16 38 0.01
have precise answers to
questions

5. An organizational structure 36 56 0.01
where you have two bosses
should be avoided

6. It is desirable to question 87 68 0.01
managerial authority

7. Merit should be the primary 78 49 0.01
determinant of a person’s pay

rise
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8. Decisions in projects are best 46 38 n.s.
made in groups

9. Project members should be 78 54 0.01
encouraged to take risks

Note: P* estimated on the basis of Z scores.

The researchers concluded their presentation by drawing atten-
tion to the similarities between American and German societies,
which were greater than between many other pairs of countries,
and to the tensions, which are greater in project teams than in
other forms of organizations.

Ford drew himself up. “There are three questions,” he con-
cluded. “What is the root cause of the problems? What can we do
to improve the current situation? What could we do in the future
to minimize such difficulties?’

We would argue that the root cause of the problems was cultural and
that the solution required a greater level of cultural understanding and
cultural competence from both sets of managers.

CONCLUSION: CONVERGENCE OR
DIVERGENCE?

It 1s our belief that culture is an important, but certainly not the only,
variable determining managerial behaviour. It has to be acknowledged
that much empirical work demonstrating the link between cultural
values and specific organization/management practices is weak or ab-
sent. However, detailed, careful and cautious analysis of cultural value
systems does allow for reasonable and plausible inferences to be drawn
that give important insights into differences in organization, manage-
ment and organizational behaviour. Nevertheless, there is a need to
move beyond crass generalizations about the relationship between
extremely broad cultural depictions and management practice and
behaviour. Where possible, detailed empirical work is required, of an
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indigenized nature, that carefully examines the actual practice of organ-
ization and management in the region and explicitly links that to
cultural values, while taking account of the possible determining effects
of other factors.

This leaves open the question of the dynamics of change and the
specific issue of whether, under the forces of internationalization, globaliz-
ation and cultural homogenization, the differences currently apparent in
organizing and managing throughout the world will be eroded and some
sort of convergence take place, or whether there are factors at play that will
sustain difference and divergence. This is an exceedingly complex issue
and unfortunately a thorough examination is precluded by the space limits
of this chapter. In broad terms we tend to agree with an earlier analysis
suggesting that trends in both directions can be discerned (Webber, 1969).
Interdependence and interpenetration are obviously increasing in the busi-
ness world as levels of international trade and foreign investment levels
continue to escalate. This fosters a trend towards convergence as accom-
modation and familiarization take place. Then there is the presence of
forces of cultural homogenization such as global mass consumerism, stand-
ardization of products, global mass media and telecommunications, and
the commodification of culture itself. A particularly pertinent force for
convergence with respect to business and management is the management
education and training ‘industry’. It needs to be acknowledged that the US
occupies a dominant position in terms of management theory, research
and pedagogy. It has also been eminently successful in the promotion and
promulgation of its perspective on a worldwide basis. The US has an
approach to business/management that is perceived to be successtul and is
an object of desire and emulation for many in the rest of the world. These
are highly significant forces for the convergence of management practice
and there is some suggestion that the business world actually constitutes its
own subculture, which may override national cultural differences and
generate a shared managerial ethos that is international and pan-cultural in
nature.

On the other hand, culture itself is a source of sustained dif-
ference. Despite the impact of the forces described above, cultures are
robust and do not change easily. Core aspects of culture are entrenched
in socialization processes within societies and in this way culture
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penetrates deep into a person’s psyche, forming a taken-for-granted
bedrock of assumptions and values that are not altered easily by surface
changes. Furthermore, culture has become a component of political
and 1deological discourse. For example, there has been a resurgence of
cultural pride in East Asia and elites are responsible for promoting that
and generating notions of distinctiveness, identity and nationalism. It is
these rhetorics and sentiments that have partly contributed to the
search for, and declaration of, Asian, Chinese or Confucian manage-
ment. There is some sense of resistance to the cultural hegemony of the
West and a desire to see the promotion of distinctive Asian ways,
including in the business and management area. Finally, beyond the
cultural level, the institutional frameworks for business and manage-
ment in many parts of the world remain different — both from one
another and with respect to the West. These variable and distinctive
institutional frameworks are alone sufficient to sustain some important
differences in business and management practice.

These forces are all in dynamic motion and will continue to play
out in the future; it is extremely difficult to predict where they will
lead. For the moment, however, there are substantial and important
differences in culture, management and organization around the world.
These pose certain difficulties for international business transactions
and cross-cultural management. It is very important that these dif-
ferences are properly apprehended so as to facilitate such exchanges and
interchanges.

Note

A number of the vignettes included in this chapter were originally
developed from research papers and written up as class exercises. Over
time they have been rewritten by the lead author to improve their use
as teaching aids to such an extent that the true authorship remains
unclear.
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ORGANIZATIONAL CHANGE IN
THE GLOBAL COMPANY:
IS IT ANY DIFFERENT?

ob Dylan’s song the ‘Times they are a’changing’ is often
regarded as an icon of the revolutionary 1960s and probably sums up
the Zeitgeist of the times. And certainly the decades since that song was
written have witnessed an explosion of books and articles on organiza-
tional and managerial change. Change has replaced stability as the new
managerial orthodoxy. Books with titles such as Managing at the Speed of
Change (Conner, 1993), The Change Masters (Kanter, 1984), The Chal-
lenge of Organizational Change (Kanter, Stein and Jick, 1992), Liberation
Management (Peters, 1992), The Dance of Change (Senge et al., 1999) and
Leaning into the Future (Williams and Binney, 1997) are now legion.
Together they have established what may be termed the ‘authorized
version’ of change. This is a commonly accepted set of precepts that are
encapsulated in most of the managerial change literature and are now
widely articulated by managers worldwide.
What are the central precepts of this canon? It is generally argued
that organizations exist in environments that are becoming increasingly
turbulent over time and that sector after sector is facing faster change
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and greater environmental discontinuities. As a result organizations
have to manage at, or just faster than, the rate of change of their
external environment or they will not survive. However, change is
often difficult due to the various resistance forces that are present
within most organizations. Nevertheless, if change is managed well and
skilfully, organizations can, and do, change successfully. And where this
occurs change is most often the result of the presence of ‘change
leaders’ within the organization, often at a very senior level.

Yet very little has been written explicitly about the issues of
change in global organizations or about the possible effects of globaliza-
tion itself on the process of organizational change. This chapter will
seek to remedy that deficiency. I will seek to argue that being global
raises some a priori problems for the change process in large organiza-
tions that have often been neglected in the rush to globalize. In what
follows we will focus explicitly on the global aspects of change as
opposed to the local aspects. In other words, what is in question is the
extent to which large organizations can change on a global scale, rather
than whether a global organization can change in one part of its global
operations or simply in a locality (i.e. country). The issues involved can
perhaps be best explained by reference to Figure 4.1.

Why?

CHANGE?

What? How?

Figure 4.1 A model of global organizational change.
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In any organizational change there are three core elements that
need to be considered and these can be expressed as the ‘why’, ‘what’
and ‘how’ of change.

B Why is/was the change necessary? Why is the change happening?
And why should people within the organization change? Here
we are obviously referring to issues such as the rationale for
change and the forces causing the change to be necessary.

B [What is the nature of the change itself? Changes are always solutions
to problems, but to what extent are solutions culturally transfer-
able around the globe to all parts of a multinational organization?

B How is the change (solution) to be implemented and achieved? Any
change process involves both task and process elements. The task
is the change itself and the process is the method by which it is to
be achieved. For example, we recently worked with a multi-
national that was seeking to implement a ‘Six Sigma’ quality
programme (task — what) by means of a training programme
designed in the US, which was to be rolled out worldwide
(process — how). The question here is to what extent the change
tools and methods generated in one part of the world are applic-
able and effective in other parts of the world.

Finally, there is the issue of change itself; that is, change as a concept.
While change is regarded very positively in the western managerial
literature (if not always in organizational populations undergoing
change), other parts of the world may see it in a rather different light. Is
change a uniform concept or is it culturally dependent?

Another way to look at the potential issues of changing a global
organization is to consider the key ways in which such organizations
differ from purely domestic or even international organizations. While
there are a number of such differences, we would argue that two are
particularly salient for organizational change. These are:

B The problems of size and scale. Global organizations, or organiza-
tions that are trying to be global, are usually distinguished by
their relative size. Thus DaimlerChrysler has 416 000 employees
worldwide, Siemens has 446 000, Hitachi has 338 000, General
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Motors has 313 000, General Electric has 340 000 and Volks-
wagen has 306 000. While this size and scale of operations offer
many advantages, we would argue that it has its downside in
terms of change efficiency and effectiveness.

B The problem of cultural differences. Global organizations, almost by
definition, operate in a large number of countries around the world
and often employ a heterogeneous mix of different nationalities
within their employee and managerial ranks. As a result, global
organizations need to be particularly cognizant of differences in
cultures, both in terms of the countries in which they operate and
in terms of the cultural mix of their workforces (see Chapter 3).

In this chapter we will seek to discuss and debate some of these issues
and provide answers to some of the questions posed.

THE PROBLEM OF SCALE

Global organizations are, almost by definition, large organizations in,
or rapidly entering, the maturity phase of the organizational lifecycle.
This fact, in and of itself, leads to a question mark as to whether the
global corporation can effectively change on a major scale. However,
such reservations are rarely expressed; on the contrary, the managerial
literature is replete with exhortations to change and advice from con-
sultants on how to do so.

The ‘Authorized View’ of Change

In the last 25 years there has been a massive explosion in pundits and
consultants arguing that mature global organizations can ‘transform’
themselves. Organizational change has become big business and most
of the major consulting firms have established change practices. Books
and articles on change are now prominent and ubiquitous on the
airport bookstall. For the purposes of the argument I wish to develop
here, I propose to take two of the major gurus in this field as exemplars
of what I term the ‘authorized view’ of change.



ORGANIZATIONAL CHANGE 119

Competing
for the
future
Restructuring Reengineering Reinventing Regeneration
operations processes industries strategy
Divestments Qualit Challenging Developing
uality assumptions strategic intent
Delayering Ti
ime Searching for foresight Building core
Downsizing and discontinuities competencies
Customer
Demerging satisfaction Redrawing market Developing strategic
boundaries architecture
SMALLER BETTER DIFFERENT

Figure 4.2 Competing for the future (Hamel and Prahalad).

The first is Gary Hamel, who is particularly well known for his
book Competing for the Future (1994), co-authored with C. K. Prahalad.
In this book Hamel and Prahalad argue that in order to ‘compete for
the future’ and survive in the long term, organizations need to do a
number of things. First, they need to ‘restructure their operations’,
which often involves downsizing and delayering as well as divesting
non-core businesses and demerging if appropriate. However, these
actions are not enough in themselves. Indeed, Hamel argues that they
often lead to nothing more than ‘corporate anorexia’, leaving the or-
ganization with insufficient resources and capabilities to compete suc-
cessfully. Second, organizations need to ‘reengineer their processes’ to
make them more efficient, despite the fact that at best this simply
means improving up to the industry standard benchmark.

However, these two steps alone are not sufficient. Hamel and
Prahalad argue that in order to compete for the future, organizations
have to go further and attempt to reinvent both their industries and
themselves. Instead of simply becoming ‘leaner and meaner’ or more
efficient, they have to ‘transform’ themselves and become different in
some way. It is the ability of large mature corporations to do precisely
this that I want to challenge in this chapter.
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Figure 4.3 Pascale’s model of transformation.

In 1994, Richard Pascale produced a series of training videos for the
BBC entitled Transformation. He argues that large mature corporations
over time become more and more in ‘fit" with their external environ-
ments and thus more and more successful. He sees this process of ‘over-
adaptation’ to a particular environment as one of a drift into what he
terms ‘excess’. However, Pascale points out that such organizations are
often suddenly faced with discontinuities in their environments and thus
enter what he terms a ‘zone of turbulence’. He suggests that at this point
organizations have a choice between two paths forward. They can take
the path of ‘incremental change’, which often comprises a back-to-basics
theme coupled with cost cutting and reengineering. Alternatively they
can take the path of ‘transformation’, which involves challenging and
breaking organizational paradigms and recreating of a new organization.
As Hamel does, Pascale urges organizations to move beyond the merely
incremental and to boldly take the transformational route.

The Evidence For and Against Transformation

However, what evidence exists to support these claims that mature
and/or large organizations can transform themselves? I have recently
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challenged groups of managers to quote examples of mature organiza-
tions that have successfully completed such a transformation. The lists
they produce are quite interesting. On the one hand they cite firms
such as Dyson, Virgin Atlantic or Microsoft, which, while they are
certainly examples of firms that have revolutionized industries or prod-
ucts, are not really examples of mature organizations transforming
themselves. On the other hand, they cite examples such as Bass, which
has gradually moved out of its original core business of brewing into
hotels and retailing. However, these examples are more illustrative of a
‘portfolio’ approach to business than examples of transformation of
particular business sectors.

The examples cited by both Hamel and Pascale are also interesting
and less than convincing. Hamel cites JVS as an example of revolution
in a product area (VHS format videotapes), but there is no evidence of
transformation in JVS as an organization. He cites Swatch as the leading
player in the transformation of the Swiss watch industry, but this
change was led more at the national industry level through the Manu-
facturer’s Association than it was at a single organizational level. Fi-
nally, he cites EDS as an example of an organization deliberately trying
to transform itself before it is forced to by the market, but little evi-
dence is produced to demonstrate the long-term success of this trans-
formation attempt. Pascale cites British Airways in the period from the
1970s to the late 1980s under Lord King and Sir Colin Marshall,
although it can be persuasively argued that this was more an example of
Hamel’s restructuring operations and reengineering processes than true
transformation. It succeeded in moving BA up to industry standard
benchmarks in terms of winning the Airline of the Year Award, but the
later failure of the Bob Ayling years point to the absence of true
‘transformation’. Pascale also cites Thomas Cook as an example of an
organization that knows it has to transform itself in the face of the
decline of a core product (traveller’s cheques) as a result of increased use
of ATMs and the possibility of a common European currency.
However, as with EDS, little evidence of the transformation is pre-
sented and the subsequent performance of the business would not tend
to support the transformation thesis. Finally, he cites Hiagen-Dazs’s
penetration of the European ice-cream market, which he sees as the
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transformation of the way European customers perceived and bought
ice cream, but which can equally be argued as simply the extension of a
new product-positioning recipe to a new marketplace.

If the evidence for ‘transformation’ is rather patchy, is there any
evidence supporting the assertion that mature organizations cannot
change? Many studies have shown that market share leaders or the most
successful organizations in one time period are replaced by newer
competitors in a later time period. For example, Weiss and Pascoe
(1983) found that the market share leaders in 1950 were the same in
1975 for only 39 per cent of industry segments studied; a finding shared
by Mueller (1986), who found market leadership stability in only 44
per cent of industries during the 1950 to 1975 time period. These
findings are commonplace and, indeed, the danger of citing successful
exemplars is that they seem to fail so quickly. Many commentators
noticed that several years after Peters and Waterman’s In Search of
Excellence (1982) many, if not most, of their so-called excellent com-
panies had fallen from grace. It seems very difficult for mature organ-
izations to survive increasing environmental turbulence in their
markets. As Clayton Christensen at Harvard has noted:

Very few of the mainframe makers succeeded in mini-computers, hardly any

mini-computer makers moved successfully into PCs and almost none made it

from PCs to laptops. The record of transition is dismal . . . The sources of
competitive advantage become handicaps . . . (Abrahams and Heavens, 2000)

Structural Inertia Theory

This evidence should not surprise us, as it was predicted over 20 years
ago by population ecology theorists and in particular by structural
inertia theory (Hannan and Freeman, 1984). This theory makes a num-
ber of key and pertinent assertions.

Fortune favours the rigid

Hannan and Freeman argue that the processes of natural selection
within industry niches favour organizations with higher levels of
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performance (profit, sales, market share, new product development
etc.) and higher levels of accountability in terms of providing
stakeholder return. In order to achieve such levels of reliability of
performance, these organizations have to have highly reproducible
structures. In other words, success needs to be more than a one-off and
instead needs to be driven by a clear and consistent business recipe.
However, this very reproducibility of structure generates strong inertial
pressures and resistance to change. Thus success seems to be correlated
with inertia. Of course, these propositions merely describe, at one
level, the move up the life cycle from birth to growth and then
maturity.

The elderly slow down with age

Research has shown that older, mature and larger organizations have
more reproducible structures and greater degrees of structural inertia.
Thus older organizations find change more difficult.

Old oak trees do not die quickly

Paradoxically, research has also shown that older, mature and larger
organizations have lower death rates than newer organizations. Every-
one is familiar with the huge failure rates of start-up organizations and
among small businesses; a trend we are seeing proven once again in the
e-business sector. However, the corollary of that is that when organiza-
tions survive into maturity, the chance of their dying reduces mark-
edly. This is particularly true if they are large, global corporations with
vast scale and resources.

Be careful in the gym if you are old and fat!

It is well known that organizational change often causes a dip in organ-
izational performance. Indeed, Rosabeth Moss Kanter at Harvard has
remarked, ‘All changes are failures in the middle’. But this risk is greater
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for older and larger organizations than it is for smaller, newer ones. Just as
older people (among whom I count myself!) are correctly warned against
moving from indolence to radical exercise regimes, so older organizations
should be careful of radical transformation. Evidence exists suggesting that
attempts at reorganization by mature organizations increases death rates
(Singh, House and Tucker, 1986) because it produces what Hannan and
Freeman have termed the ‘liability of newness’ (1984: 160).

If you are going to overtake — put your foot down!

Similarly, it is suggested that the death rates of organizations attempting
structural change rise with the duration of the transformation. This is
because mature organizations require reproducibility of structure and
processes to survive and compete and these are reduced by organiza-

tional transformations.

Institutionalization

) (+)

New structures

Reproducible Inertia_l—b Core
structure A () change
A attempts
Q)
Standardized (+) (+)
routines
Organizational age | | Organizational size |

Figure 4.4 Structural inertia theory.
Source: Kelly and Ambugey, 1991: 593

We can sum up the argument propounded by structural inertia
theory by reference to Figure 4.4. Standardization of routines and
institutionalization of processes produce a reproducible structure,
which leads to increased inertia. The rigidity of structure and inertia
both increase with age and size. Increased inertia leads to a reduced
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likelihood of radical organizational transformation and organizations
that do attempt such changes are likely to fail. However, if instead such
organizations avoided the exhortations and the lure of transformation,
they would probably continue to mature and decline slowly over a
long period because of the effects of their size and inherent resources.

A final question remains unanswered: what counts as a core or-
ganizational change or transformation? Hannan and Freeman are very
clear on this point. For them a core organizational change would
include one of the following, with the list ranging from most to least
core:

B Radical change in the organization’s stated goals and purposes.

B Radical change in the organization’s forms of authority (such as,
for example, a move from coercive to normative control).

B Radical change in the core technology of the organization,
including the organizational core competencies required.

B Radical change to the client or customer base of the organiza-
tion (such as switching from targeting intermediaries to a focus
on individual end users).

B Radical changes in how the organization attracts resources from
the environment (i.e. marketing strategy).

Thus the argument would be that mature global organizations are both
less likely to attempt such transformations and less likely to be success-
ful when trying to implement such transformations. Research evidence
exists supporting these propositions. Ferrier, Smith and Grimm (1999)
studied market share leaders and found that they ‘were more likely to
experience market share erosion and/or dethronement when — relative
to industry challengers — they are less competitively aggressive, carry
out simpler repertoires of action, and carry out competitive actions
more slowly’. However, there is little research that focuses on global
organizations directly.

Assuming that I have managed to convince you of my argument,
what would be the implications of taking structural inertia theory
seriously? It could be argued that there are serious implications for
global organizations. The essential implication can be understood by
contrasting some of the philosophical and political strategies of Mao
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Tse-tung. Organizations need to reject the exhortations to adopt a
‘Great Leap Forward’ by attempting to transtorm the mature corpora-
tion. Attempts at a ‘Cultural Revolution’, where the existing culture of
a mature society or organization is totally changed in a radical fracture
with the past, are equally likely to fail. Instead, organizations should
adopt Mao Tse-tung’s slogan,Let 100 flowers bloom, let 100 schools
of thought contend’. However, unlike Mao who used this movement
inauthentically to flush out dissident intellectuals, organizations should
use it as an authentic strategy to prevent the onset of maturity and
structural inertia. Thus organizations should seek to break up mature
units, or even the organization itself into smaller units, perhaps within a
federal structure. Examples might include ABB and 3M. Large, mature
organizations should continually question the ‘break-up’ potential of
the whole and the extent to which the ‘centre’ adds value or causes
increased structural inertia. Here there is a link to the ‘parenting’ role of
the centre, which is described in more detail by Alexander (2001).

THE PROBLEM OF CULTURE

In this section we will focus on the effects of national culture on change
processes. In doing so we will evaluate the transferability of change
approaches; actual changes themselves; change tools and techniques;
and the concept of change itself. In order to illustrate these issues I will
refer to a number of research projects that I have conducted focusing
on the transferability of western approaches to eastern cultures in
general, and Chinese cultures in particular.

Can a Single Change Approach Work Across
Cultural Boundaries?

Unfortunately, despite the obvious existence of national and other
cultural differences, management researchers have tended historically
to ignore such differences. This is particularly true of those manage-
ment researchers who, in the last 25 years, have focused on the creation
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and dissemination of organizational cultures within large multinationals
(Frost et al., 1985; Kilmann, et al., 1985; Schein, 1985). It has been
argued that this neglect is not accidental but occurs because ‘implicit in
the organizational cultural notion as it is widely used is a fundamental
set of assumptions, which . . . coincides with American cultural as-
sumptions . . . this coincidence makes the assumptions difficult for
Americans to see, if not outright invisible’ (Adler and Jelinek, 1986).
These assumptions include free will and the ability to create, maintain
and change the culture of a large organization. The result of this kind of
‘blind spot’ is that organizations and their members are often seen in
splendid isolation from the culture around them.

To illustrate some of the potential cultural barriers to the transfer
of a single change approach, we can take as a case some research [ did a
number of years ago on the transfer of corporate cultures, and par-
ticularly corporate mission statements, across cultures by multinational
or global organizations (Kirkbride and Shae, 1987; Westwood and
Kirkbride, 1998, 2000). The example involves the transfer of Hewlett-
Packard’s corporate culture from the US parent to the Hong Kong
subsidiary.

Hewlett-Packard (Hong Kong)

Hewlett-Packard (Hong Kong) was, at the time of the research
study, a small subsidiary of the large US-based computer multi-
national. Two engineers, Bill Hewlett and Dave Packard, who
produced an audio oscillator in their garage, founded Hewlett-
Packard (HP) in 1938 in Palo Alto, California. The company
grew steadily for 20 years before growth accelerated and a corp-
orate philosophy emerged. Hewlett-Packard (Hong Kong) was
first established in 1979 and was part of the Far East Region of
Hewlett Packard. It was purely a sales, marketing and service
operation at the time of the research and did not carry out any
manufacturing. It grew rapidly from around 46 staft in 1981 to
around 200 at the end of the decade. At the time of the research
study, HP (Hong Kong) was totally staffed by local Hong Kong
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Chinese staff, with the sole exception of one English expatriate
who was the CEO. The US parent multinational is well known
in the management literature for its distinctive, admired and well-
developed corporate culture (Ouchi, 1981; Peters and Waterman,
1982; Peters and Austin, 1985; and Collins and Porras, 1996).
The culture is frequently revised and at any time is formally
contained in two documents that are widely disseminated
throughout the organization and are issued to all employees dur-
ing orientation programmes.

The first document is a small pamphlet entitled ‘Statement
of Corporate Objectives’, in which the following seven key ob-
jectives are distinguished:

B PROFIT - To achieve sufficient profit to finance our
company growth and to provide the resources we need to
achieve our other corporate objectives.

B CUSTOMERS — To provide products and services of the
highest quality and the greatest possible value to our cus-
tomers, thereby gaining and holding their respect and loyalty.

®  FIELDS OF INTEREST — To build on our strengths in
the company’s traditional fields of interest, and to enter
new fields only when it is consistent with the basic purpose
of our business and when we can assure ourselves of mak-
ing a needed and profitable contribution to the field.

B GROWTH - To let our growth be limited only by our
profits and our ability to develop and produce innovative
products that satisfy real customer needs.

B OUR PEOPLE — To help HP people share in the com-
pany’s success which they make possible; to provide jobs
security based on their performance; to insure them a safe
and pleasant work environment; to recognize their indi-
vidual achievements; and to help them gain a sense of
satisfaction and accomplishment from their work.

B MANAGEMENT - To foster initiative and creativity by
allowing the individual great freedom of action in attaining

well-defined objectives.
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B CITIZENSHIP — To honor our obligations to society by
being an economic, intellectual and social asset to each
nation and each community in which we operate.

The second document is “The HP Way’, which focuses on both
business and people-related aspects of the company, and outlines
HP’s policy on ‘Management by Wandering About” (MBWA)
and its open door policy. (For a detailed discussion of HP’s corp-
orate philosophy, see Ouchi, 1981.)

The question in this case is to what extent this culture, created and
developed in the US, was successfully transferred and absorbed by the
Hong Kong subsidiary, operating as it does in a very different social and
cultural milieu. Hewlett-Packard is not unique among multinationals
in seeking to codify its distinctive human resource management style,
and then to transfer and operate this culture worldwide. For example,
as Angle, Manz and Van De Van (1985) have observed in the case of
3M:

Even though 3M has dispersed its facilities across most of the world, the culture
of 3M has been quite homogeneous throughout the organization. Somehow,
the coherence of this culture has been sustained through a practice of frequent
moves of key personnel, and, in particular, by establishing a critical mass of
cultural role models at new sites during the time that local norms are being
established. There is a deep-seated belief among nearly all the 3M executives we
interviewed that this culture is robust and fully ‘transportable’.

A very similar perspective and strategies appear to be employed by HP.
Indeed, the idea is seductive and, if possible, has much merit. As
Laurent (1986) has conjectured: “What if our corporate culture could
act as a “‘supra-culture” and be expected to supersede some of the
annoying specificities of the different national cultures in which we
operate?’

It is to these annoying cultural specificities that we now turn our
attention. In order to examine the potential cultural pitfalls involved in
transferring a US organizational culture into Hong Kong, we need a
mechanism to compare and contrast the two national cultures. Perhaps
the simplest way to do this is to use the fairly standard work of Hofstede
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(1980, 1984) on international cultural dimensions (see Chapter 3).
Hofstede identified four key cultural dimensions at the national level
that have significant effects on organizational life and, by extension, on
managerial behaviour. The four dimensions are by now well known,
but is may still be useful to restate them here:

B Power distance: The extent to which power is distributed un-
evenly, and/or the degree to which people accept that power
should be distributed unequally.

B Uncertainty avoidance: The degree to which people experience
uneasiness in ambiguous situations, or their degree of toleration
for deviant/innovative ideas and behaviours.

B [ndividualism: The extent to which individuals prefer loosely knit
frameworks of social relationships in which individuals take care
of themselves and their immediate families only. The opposite,
‘collectivism’, is a preference for a tightly knit social framework
in which individuals look after their relatives, clan or other
group.

B Masculinity: The extent to which aggressiveness, assertiveness
and materialism are prevalent in social and organizational life.
The opposite, ‘femininity’, refers to the extent to which prefer-
ences for relationships, modesty, caring for the weak and quality
of life are prevalent.

Both countries are characterized by a fairly high degree of masculinity
and a relatively low degree of uncertainty avoidance, although Hong
Kong is significantly lower than the US (see Table 4.1). The main areas
of difference are on individualism and power distance. The US has the
highest individualism score of all 39 countries in Hofstede’s study,
while Hong Kong is markedly collectivist. Similarly, Hong Kong is
high in terms of power distance while the US is low to moderate on
this dimension. Given the origins of ‘The HP Way’ in American
culture, to what extent is it transferable to the rather different cultural
characteristics of Hong Kong?

HP advocates consultative and participative management as
opposed to more autocratic and centralized styles. HP believes in dele-
gation and decentralization wherever possible. Informality and open-
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Table 4.1 Hong Kong and US scores on Hofstede’s four cultural dimensions

Dimension Actual range Hong Kong United States
Low High

Power distance 11 94 68 40

Uncertainty avoidance 8 112 29 46

Individualism 12 91 25 91

Masculinity 5 95 57 62

Source: Data from Hofstede, 1984

door communication are praised and encouraged. These values are
explicitly stated in “The HP Way’:

B Confidence in, and respect for, our people as opposed to de-
pending upon extensive rules, procedures, etc.

B Depend upon people to do their job right (individual freedom)
without constant directives.

B Opportunity for meaningful participation (job dignity).

B Informality — open, honest communications; no artificial distinc-
tions between employees (first name basis); management by
wandering around; and open door communications policy.

B Relationships within the company depend upon a spirit of co-
operation among individuals and groups, and an attitude of trust
and understanding on the part of managers towards their people.

It can easily be seen, a priori, that these values are based on low power
distance and would potentially face difficulty in a high power distance
culture such as Hong Kong.

The HP culture contains aspects of both individualism and collec-
tivism. It can be said to be collectivist to the extent that it attempts to
cultivate a sense of belonging and loyalty among their employees. In
this sense HP seems to stress a family-oriented style of management.
However, at the same time there is also great stress on individualism in
terms of behaviour. Themes stressing the importance of team spirit and
corporate identity exist side by side with emphasis on individual merit
and autonomy at work. Juxtaposing these dual orientations can bring
this inherent tension to light more clearly:
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Individualism

B To recognize individual achievements.

B The company has been built around the individual, the personal
dignity of each and the recognition of personal achievements.

B To allow the individual great freedom of action in attaining
well-defined objectives.

Collectivism

B Relationships within the company depend on a spirit of co-
operation among individuals and groups.

B Emphasis on working together and sharing rewards (team work
and partnership).

B Share responsibilities; help each other; learn from each other.

By highlighting this dual vision and contradiction in the HP culture
statements, we are far from suggesting that it is irreconcilable either in
theory or in practice. But it does appear to present certain difficulties,
not least of which is the problem of reconciling these value orientations
with the local ‘collectivist’ culture.

Table 4.2 HP culture and Hong Kong culture compared

Dimension Hong Kong Hewlett-Packard
Power distance High Low

Uncertainty avoidance Low Low

Individualism Low High/low
Masculinity Medium—high Medium—high

Thus our analysis suggests, a priori, that HP and other American
multinationals might face some steep cultural barriers to the transfer of
their cultures from the US to countries such as Hong Kong. But what was
the reality of the situation on the ground? To investigate this we con-
ducted extensive qualitative research in Hewlett-Packard (Hong Kong).
Together with a Chinese co-investigator, we conducted formal and infor-
mal interviews with staff at all levels of the organization as well as engaging
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in informal observation. Our research showed some interesting patterns of
behaviour. When interviewed by the western interviewer, most staff dem-
onstrated that they were well aware of the HP culture, even down to
being able to quote parts of “The HP Way’. Most stated that they followed
the precepts of the culture and were committed to it.

However, when interviewed in Cantonese by a local Chinese re-
searcher, the staff were more open. Most admitted that they had ‘learned’
the HP way on orientation and on various HP training courses, includ-
ing visits to the US. They also spoke about the fact that they had
‘officially’ to follow certain HR practices that were standardized and laid
down in an HP HR manual. These practices, they suggested, were
particularly American in orientation. When questioned on whether they
actually followed the practices to the letter, most staft admitted that they
did not, having adapted them slightly to fit the local culture. We ex-
plicitly focused on certain HR practices such as performance appraisal
that we knew were done rather differently in the local culture and found
that, while staff could articulate the ‘formal’ procedures, these were not
exactly followed in practice. When we questioned staft on why this was
the case, we were told one had to understand that elements of the local
culture meant that such policies and practices were not workable in
Hong Kong. When we asked if this issue had been raised with HR staff
in the US, we were given the clear signal that staft felt that this course of
action would not be in their own interests.

Thus our clear conclusion was that the transferability of the HP
culture was clearly aftected by aspects of the local Chinese culture. This
is only one illustrative example. Nevertheless, we strongly believe that
on many occasions global organizations seek to impose changes on a
total and worldwide basis, only for there to be covert resistance and
divergence of practice at local levels.

Can Particular Changes Be Equally Applied in All
Cultures?

In the last section we looked at attempts by large multinational or
global organizations to create overall organizational change by use of
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organizational culture mechanisms. We saw that such initiatives often
flounder on the rocks of local culture values. But surely there are other
types of change, which are not cultural in nature, which might have a
greater chance of succeeding across the cultural divides of the global
organization. The last 25 years have seen a plethora of so-called techni-
cal change initiatives, ranging from quality circles, total quality man-
agement (TQM) and Six Sigma, to business process reengineering
(BPR) and Enterprise Resource Planning (SAP, Oracle, J. D. Ed-
wards). Surely these more technical, and often IT-driven, processes are
more culture neutral and therefore have a greater chance of success?
Our answer would be a qualified no, for two reasons. First, be-
cause any change involves task factors, organizational factors and
people factors as well as technology. And second, because we would
argue that all these supposedly neutral processes clearly carry within
them ‘cultural genes’. That is, they clearly show signs of having been
generated in a particular culture and are informed by a particular set of
cultural norms and values. This means that they are very likely to be
successful in that culture, but as a corollary of that, are less likely to be
successful in different cultures. To illustrate this argument I will again
refer to some of my previous research work in Hong Kong. This case
involves the transfer of quality circles from Japan to Hong Kong.

Quality Circle Transference to Hong Kong

The concept of quality circles (QCs) was first formally and
institutionally introduced to Hong Kong in 1981 when the
Hong Kong Productivity Council (HKPC) organized a study
mission to attend the International Convention on Quality Cir-
cles in Tokyo (Hsia, 1987). Delegates from the HKPC mission
returned converted to QC philosophy and began a programme
of publicity and dissemination, including seminars, training
courses and case presentations. At the same time a prominent
local personnel manager attended a similar conference in Kuala
Lumpur and on his return attempted to promote the concept via

articles in the local managerial press and a training course run for
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the Hong Kong Management Association. As an indirect result
of both these initiatives, the Hong Kong Industrial Relations
Association organized a Quality Circles Conference in late 1981
that attracted participants from over 60 organizations in Hong
Kong.

In 1983 the Hong Kong Quality Circle Association (HK-
QCA) was formed and by 1985 began to hold QC conventions.
By 1986 a HKPC survey revealed that at least 20 companies had
set up QC programmes. The publication of case studies on the
use of QCs in Hong Kong (HKPC, 1985) also revealed an
interesting phenomenon, with ‘early adopters’ being either the
larger local companies such as HongKong Bank, The Mass
Transit Railway Corporation and Shui On Construction or
subsidiaries of MINCs such as IBM (HK). By 1987 Hisia, the
Chair of the HKQCA, was able to report that 30 companies had
implemented QCs and that there were a total of over 400 circles
in operation (Hsia, 1987). By 1988 QCs had apparently spread
to a total of 50 companies (Hsia, 1989). These included some of
the largest and best-known local and foreign companies, such as
the Kowloon and Canton Railway Corporation, Hong Kong
Soya Bean products, Outboard Marine Asia and Motorola
Semiconductor. A major survey of human resource manage-
ment (HRM) at the end of the decade (Kirkbride and Tang,
1989) noted that 25 per cent of the responding companies re-
ported that they had introduced, or attempted to introduce,
QCs during the preceding five years.

Yet despite the increasing incidence of companies trying to
implement QCs evidence was emerging by the end of the decade
of extremely high failure rates in QC implementation, and rates
which were very high by Japanese standards. The HRM survey
(Kirkbride and Tang, 1989) noted over 40 per cent failure rates
and also that even in companies where QCs had been successfully
introduced, they still only applied to the minority of workers.
Hsia (1987) also noted the high failure rates and based on exten-
sive research offered the following list of factors that she argued
contributed to QC failure in HK:




136 GLOBALIZATION: THE INTERNAL DYNAMIC

Chinese organizational and managerial styles
Short-term Hong Kong business orientations
A lack of top management support

Low levels of commitment from middle managers and
supervisors

Employee apathy
B [ow levels of worker education

While most of these are standard factors that could apply to QC
failure anywhere in the world, it is interesting to note the key
position in the list accorded to factors that could be said to be
cultural in nature.

How can we analyse both the quick adoption and relative failure of
QCs in Hong Kong? On the one hand the quick adoption can easily be
explained. During the 1980s, with the handover of Hong Kong to
China scheduled for 1997, there was a swing against copying man-
agerially from the West and a tendency to look to China or Japan for
inspiration. To many observers Japan shared a common cultural
heritage and therefore it was thought particularly appropriate to adopt
practices and processes that originated there. But is Japan culturally
similar to Hong Kong? Are Japanese and Chinese cultures similar?
Using the work of Hofstede (1984) mentioned earlier, we could com-
pare the two societies on his four cultural dimensions (Table 4.3).

Table 4.3 The contrasting positions of Hong Kong and Japan on Hofstede’s

dimensions

Value dimension Hong Kong Japan Mean
Power distance 68 (high) 54 (medium) 51
Uncertainty avoidance 29 (low) 92 (high) 64
Individualism 25 (low) 46 (medium) 51
Masculinity 57 (medium) 95 (high) 51

As we can see, there are marked differences between the cultural
profiles of Hong Kong and Japan. Hong Kong is higher in terms of
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power distance, much lower in terms of uncertainty avoidance, more
collectivist and lower in masculinity. Let us look at each of these
differences in turn and consider the implications for the successful
transference of quality circles.

Hong Kong scores very highly on power distance. Hofstede has
suggested that power distance cultures share a list of common charac-
teristics that are a result of the high power distance norm (1984: 92,
107). From this list we have abstracted those significant characteristics
that would seem to have implications for the operation and successtul
implementation of QCs. These include:

B Greater centralization of decision making
Taller organizational pyramids

Larger proportions of supervisory personnel
More autocratic managerial styles
Employees reluctant to trust each other

Employees afraid to disagree with their boss

These characteristics very accurately describe organizational realities in
Hong Kong. They mirror similar lists of characteristics produced by
authorities on Hong Kong, including Redding (1984), Lau (1982) and
Kirkbride and Westwood (1993).

We can suggest that in high power distance cultures, senior man-
agement will be naturally reluctant to dilute their perceived authority
and managerial prerogative by the adoption of participative methods
such as QCs. The highly autocratic and paternalistic styles found in
many of the medium to small Hong Kong companies would not easily
assimilate the degree of participation and openness required to operate
QGCs successfully. As a result, we would expect to find greater QC
penetration among foreign-owned firms and less among the smaller
indigenous Chinese family firms, where top management support
would not be generally forthcoming. Similarly, in high power distance
contexts, employees are less likely to want to be in a position that may
be seen (especially in oriental cultures) as one of implied criticism of
company management. Equally, the existence of a ‘low trust’ Chinese
culture (in relation to others outside the family) would tend to make
the operation of QCs difticult. Finally, the more hierarchical nature of
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organizations raises the issue of the role of supervisory management,
who may feel threatened by the introduction of participatory mecha-
nisms such as QCs.

Hong Kong and Japan are at opposite ends of the uncertainty
avoidance continuum, with Hong Kong having the fourth lowest score
and Japan the fourth highest. Again, it is possible to abstract from
Hofstede characteristics of low uncertainty avoidance cultures that
might aftect the operation of QCs (1984: 132-3, 140—43). These are:

B Low employee loyalty to employers
B High labour turnover
B Lower job satisfaction

These characteristics are confirmed by empirical research in Hong
Kong that has pointed to high turnover rates (HKIPM, 1990) and
lower levels of job satisfaction (Bond and Hwang, 1986). Here the
implications for QCs are fairly clear. QCs are less likely to operate
successfully in situations of high labour turnover and revolving mem-
bership, and the combination of lower intrinsic satisfaction, higher
extrinsic motivation and low employee loyalty mitigates against the
enthusiastic acceptance of QCs, especially in the smaller Chinese family
firm.

Hong Kong and Japan are both commonly regarded as ‘collecti-
vist’ countries, although it is possible to argue that the collectivism
takes a rather different form in each country. In Japan, the key collec-
tivity is usually work based, with high levels of organizational alle-
giance. In contrast, Hong Kong collectivism is usually family based.
Indeed, one expert commentator has summed up the cultural ethos of
Hong Kong by the term ‘utilitarian familism’ (Lau, 1982). The central
facets of this orientation are:

B A family-based collectivism where family interests are placed
above those of society and other groups within it
B A materialist orientation whereby material interests take prece-

dence over non-material ones

It has been argued that this cultural orientation is a major determinant
of high levels of political apathy in Hong Kong (Lau, 1982) and we can
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equally suggest that such norms will contribute to a workplace-based
apathy and antipathy to participative mechanisms such as QCs,
especially if no pecuniary advantage is involved.

Finally, Japan is more masculine than Hong Kong and is actually
the most masculine country in Hofstede’s study. Key characteristics of
masculinity (1984: 2001, 205-6) include:

A focus on recognition and challenge as motivators
High work centrality

The acceptance of company interference in private life
A preference for larger organizations

A ‘live to work’ attitude

Given this list of orientations, it is perhaps not difficult to see how and
why the Japanese were able to take simple statistical quality control
ideas from the US and develop them into a distinctive total quality
control philosophy and the associated methodology of QCs. Hong
Kong, in contrast, would tend to have more people who preferred
smaller organizations and were less likely to accept company inter-
ference in their private lives and non-essential demands on their time.
It has already been noted that Hong Kong has a greater extrinsic
orientation than intrinsic and a higher family centrality than work
centrality. The implication of these materialist and familial orientations
is that Hong Kong people generally work to live and do not live to
work.

These differences in culture go some way to explaining the rela-
tive lack of success of QCs in Hong Kong. As such, it is a good
illustration of a more general problem. It points clearly to the fact that
even supposedly ‘technical’ changes have cultural components to them.
It also points to the fact that such changes are not neutral but, instead,
are often rooted in some specific cultural context. As we have seen, the
whole TQM and QC movement grew from a specific set of Japanese
cultural norms. It suggests that some cultures may be naturally unre-
ceptive to certain changes. Thus although many leading practitioners
wished for QC success in Hong Kong and wanted desperately to
improve quality levels in both the manufacturing and service sectors,
they faced a distinctive cultural barrier to implementation.
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So what are the implications of this analysis for global organiza-
tions? We would argue that there are four clear implications:

B The change agents should examine the ‘change’ (e.g. QCs) in
detail and try to ascertain the key cultural ‘drivers’ that have
informed or produced the particular managerial process or prac-
tice. In doing so, particular attention should be paid to the culture
of the country where the practice originated (‘sender culture’).

B The change agents should then analyse the country or countries
where it is intended that the ‘change’ be implemented. In par-
ticular, attention should be paid to the cultural make-up of the
‘target culture’.

B The ‘sender’ and ‘target’ cultures should be examined and po-
tential cultural resistance points identified. The change agents
should try, if possible, to modify the ‘change’ in the light of these
potential barriers to see if the ‘change’ could be made to work in
the ‘target culture’.

B Finally, if this is not possible, the change agents should try to
work out, a priori, how the particular ‘problem’ to which the
change is a ‘solution’ could be resolved in a manner that would
be culturally compatible as opposed to culturally inappropriate.
For example, it was important during the 1980s and 1990s for
Hong Kong to try to resolve the ‘problem’ of low quality.
However, it soon became apparent that the selected ‘solution’,
QCs, had some cultural limitations. The challenge for practi-
tioners in Hong Kong was then to invent a better solution to the
quality problem. Interestingly, some organizations managed to
do just that. The Mass Transit Railway Corporation, despite
being largely led by western expatriates at that stage, cleverly
used an understanding of local cultural norms to introduce suc-
cessfully a form of QCs (Work Improvement Teams) (Kirkbride
and Tang, 1993). What was interesting about this example was
that significant changes were made to both the technique and its
presentation and implementation to take account of local
cultural values. Another good example was in the service sector,
where Giordano, a local clothing retailer, massively improved its
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service levels in stores using a quality improvement process de-
signed and implemented by local Chinese consultants who were
cognizant of and sympathetic to local cultural norms.

Are Change Tools and Techniques Transferable
Across the World?

So far in this chapter we have seen that it may be easier said than done for
global companies to attempt to create global cultures. We have also seen
that certain ‘changes’ such as QCs may be culturally rooted and therefore
difficult to transfer to other cultures. But is all change culture specific?
Do cultural barriers limit the whole change process? Are the change tools
and techniques commonly used by western global corporations equally
effective around the world? To answer these questions we can return to
Hofstede’s cultural dimensions and analyse how cultures at the poles of
each dimension would tend to handle change (see Table 4.4). In doing
so we are producing a stereotypical view of each dimension, but, nev-
ertheless, one that contains useful hints for potential problem areas.

Table 4.4 The effects of Hofstede’s cultural dimensions on change

High power distance
B Top down
B Autocratic

High uncertainty avoidance
B Change resistant

B [ncremental

B Structured

Individualist

B Individual accountability
B The cult of the leader

W Radical

B “Winners and losers’

Masculinity (tough minded)
B Task focused

B Goal focused

B Efficiency focused

Low power distance
B Bottom-up
B Participative

Low uncertainty avoidance
B Experimental

B Flexible

B Unstructured

Collectivist

B Team accountability

B Decisions by consensus
B Incremental

B Harmonious

Feminine (tender minded)
B Process focused

B Social outcome focused

B Consideration for casualties
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In high power distance cultures, change would tend to be the
prerogative of top management and to be managed in a very top-down
and autocratic manner. In low power distance cultures, a range of
views will often be taken into account through participative mecha-
nisms. High uncertainty avoidance cultures do not like risk and would
therefore tend to shy away from change and be relatively change resist-
ant. When change becomes inevitable they would approach it in an
incremental way to minimize risk and their uncertainty avoidance
needs would lead to change being very structured. In contrast, low
uncertainty avoidance cultures would be less fearful of change and, as a
result, would tend to be more willing to experiment and to try different
options in a relatively unstructured manner. Individualist cultures, with
their ego-driven personal focus, would tend to stress the individual
accountabilities for change and would revere ‘macho’ change leaders.
As a result, change would tend to be more radical and characterized by
winners and losers. In contrast, collectivist cultures would stress team
accountabilities and focus on establishing a consensus around the
change. As a result of the compromises necessary for consensus, the
changes implemented may well be less radical and more incremental
than under an individualistic culture. Finally, masculine (tough-
minded) cultures would tend to be more task, goal and efficiency
focused, whereas feminine (tender-minded) cultures would tend to be
more process oriented and to have a greater consideration for the
casualties of any change process and for social outcomes.

Of course, in the real world cultures are not simple positions on
the extremes of these scales, but are the complex interactions of pos-
itions on all four (and other) dimensions. If we look at ‘western’ and
particularly American culture, we can see from Hofstede’s data (see
Chapter 3) that it is characterized by extreme individualism, relatively
low power distance and a tendency towards the masculine. Thus it is
no surprise that organizational change in the West has in recent years
been characterized by the cult of the ‘change leader’ and a focus on
radical transformations, as noted earlier in this chapter. Yet multi-
nationals are often trying to effect the change in subsidiaries located in
cultures that may be high in power distance and collectivist. These
cultures would naturally tend to handle change in a completely
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opposite manner. They would tend to launch the change fairly auto-
cratically, but then involve all staft in an attempt to build consensus and
roll out any change in a relatively incremental and harmonious manner.
Or consider the American multinational trying to manage change in
Scandinavia, with its much higher femininity score. The US parent,
with its more macho inclinations, would tend to provoke some resist-
ance from the Scandinavians, with their much more involving styles
and greater attention to both people and social outcomes.

IS ‘'CHANGE’ A UNIVERSAL TRUTH?

Finally, we can question whether the concept of ‘change’ itself is
regarded in the same way around the world. Given that many of the
world’s global corporations are rooted in Anglo-Saxon (American,
Australian, British, Canadian) or European (Dutch, French, German)
culture, it is not surprising that many of these large organizations share
a common perception of ‘change’ and the change process. Change, for
most global organizations, is a taken-for-granted concept that can only
be made explicit by surfacing sets of deeply hidden assumptions.
However, many of these organizations make the natural, but often
fatal, mistake of assuming that their subsidiary organizations and local
managers around the world share these views. But do they?

Part of the difficulty in answering this question lies in the deeply
seated nature of some of these assumptions. Ask managers around the
world about organizational change and you tend to get regurgitated rhet-
oric from popular managerial textbooks such as those mentioned at the
start of this chapter. And most of these books are of Anglo-Saxon, par-
ticularly American, origin. Thus managers around the world are slowly
and gradually inculcated into a largely Anglo-Saxon view of change,
which they then verbalize when the topic 1s raised. However, under the
surface often lurks a rather different, though often unarticulated view.

For the last ten years I have been attempting to research this
phenomenon and get to grips with some of the deeper views of the
change process. In order to do so, I have made use of the methodology
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of drawing pictures. Managers on training programmes are asked to
draw a picture, diagram or symbol to illustrate what ‘change’ means to
them. To date my associates and I have collected over 1000 pictures
from managers originating in countries such as China, Germany, Hong
Kong, Netherlands, the UK and the US. We have analysed the various
types of picture or diagram that tend to be drawn by managers from
different cultures. Although this research is still not complete, the early
results show some interesting differences across cultures.

Figure 4.5 A ‘state’ model of change.

By far the most common picture drawn by managers around the
world is what may be termed the ‘state’ model of change (see Figure
4.5). This 1s drawn by around 70 per cent of all western managers.
Change is seen as a move from one ‘state’ to another. This is quite a
static model of change, as it sees it as a move from one situation of stasis
to another via a period of change that is unusual in some regard. Thus
stasis is normal and change ‘punctuates’ the normal equilibrium. This is
what has been termed ‘punctuated equilibrium’ theory (Tushman and
Romanelli, 1985; Tushman, Newman and Romanelli, 1986). The
pictures are also interesting in that they usually draw the move from
one state to another as a move from a ‘lower’ (bottom left) state to a
‘higher’ or ‘better’ state (upper right). Thus ‘progress’ and positive
transformations are obviously implicit in these state models.
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The origins of the model are quite interesting. The pictures that
managers draw are obviously related to Lewin’s (1951) model of change.
This has been widely used in managerial texts and is probably the most
commonly understood model of change with managers. Lewin sug-
gested that in order to make a change you first need to ‘unfreeze’ the
organization, after which you can make the ‘change’, and then you need
to ‘refreeze’ the organization again into the new equilibrium position.
Most commentators would argue that this is a rather outdated view of
organizational change in an increasingly turbulent environment. Yet the
model is actually much older than Lewin’s exposition. In drawing on
systems theory for his underlying framework, Lewin simply reflected an
existing view of change that can be traced back to Newtonian classical
mechanics. Newton talked of billiard balls at rest and that in order to
make them move a ‘force’ had to be applied that could overcome the
natural inertia and resistance (through friction) of the inertial or
equilibrium position. After the force was removed, the object would
come to rest and revert to an inertial position. That this metaphor is still
informing managers’ internal views of change after 300 years is quite
remarkable and yet disappointing, in that it is increasingly an inappropri-
ate metaphor for organizational change in the modern world. What is
interesting is that this relatively static view exists deeply within managers
despite the continuous change rhetoric of both organizational pronoun-
cements and managerial texts.

Have managers internalized these notions of continuous change at
all? In western cultures we have found very little evidence of this. Yet
when we look at the pictures drawn by our Chinese and Japanese
subjects, we find a much greater incidence of examples of continuous
change (see Figures 4.6—4.8).

Indeed, it is possible to argue that western and eastern conceptions
of change are radically different. Change in the West tends to be seen as:

Linear
Progressive
Destination oriented

Based on the creation of disequilibrium to reach a later
equilibrium
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B Planned and managed by people outside the system being
changed
B Unusual

In contrast, change in eastern cultures tends to be seen as:

Cyclical
Processual
Journey oriented

Based on the maintenance or restoration of harmony and
equilibrium

Observed and followed by people who are within the system

experiencing change
B Natural

Figure 4.6 A circular model of change.
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Figure 4.7 A spiral model of change.

Figure 4.8 A yin and yang model of change.

These views of the circular and dynamic nature of change are deeply
rooted in Chinese culture. For example, Chou Tun-I, the Sung
philosopher, argues:

Great Ultimate through movement generates yang. When its activity reaches its
limits, it becomes tranquil. Through tranquillity the Great Ultimate generates
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yin. When tranquillity reaches its limits, activity begins again. So movement and
tranquillity alternate and become the root of each other, giving rise to the
distinction of yin and yang.

Thus, while our research does not cover Africa or Arab countries, we
are clear that people’s conceptions of change are not uniform around
the world, but are instead influenced by culture, religion, philosophy
and history. The implication for western multinationals is clear. Do not
expect everyone in your organization worldwide to accept or agree
with your view of change as a positive and beneficial ‘transformational’
leap to a brighter future vision.

CONCLUSION

Our analysis has hopefully raised some of the a priori problems that
organizational change poses for organizations that seek to be multi-
national, global or transnational. One of the biggest problems must be
that of scale. Such organizations have to co-ordinate changes on a
global scale across time zones, national boundaries and company divi-
sions. In doing so, they are hampered by a myriad of communication
and co-ordination problems. In addition to these simple barriers, such
organizations face the additional problem that their own maturity may
ensure that they are unable to transform themselves and thus unable to
avoid inevitable decline.

The other major problem, as we have seen in Chapter 3, is that of
cultural difference. This places severe limits on the extent to which
such organizations can manage change in a uniform way around the
world. Cultural differences also affect the ‘what” and ‘how’ of change.
That is, they affect the extent to which ‘changes’ are transferable
around the world and they affect the extent to which change tools and
methodologies are universally applicable.

So what should large multinationals or global companies do when
faced with the need to change? On the basis of our argument here, they
should seek to avoid radical transformations, restricting themselves to
more incremental processes. They should also critically examine each
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potential organizational change prior to implementation and ask a
number of key questions:

B [s this particular change (e.g. BPR, Six Sigma, customer focus
etc.) a culturally appropriate solution for all the cultures where it
might be applied?

B Are the methods we are planning to use to implement the
change acceptable and transferable to all the cultures where they
will be used?

B [s ‘change’ seen in the same way in all the parts of your ‘global’
organization?

With greater care paid to the cultural ramifications, such organizations
should be able to improve their overall success rate for organizational
change.
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CHAPTER 5

LET ME LEARN!
A CHALLENGE TO THE GLOBAL
ORGANIZATION

Years after I moved to Britain, I joined some English friends on a visit to
Manchester. We went out for drinks to a country pub, ordered a round of
drinks and then I faced the dreaded question. ‘Ready for a game of pool?’
asked Stevie. No explicit agreement seemed necessary, they had already
made their way to the table. I cringed and apprehensively followed them
there.

When asked whose team I wanted to be on I said, ‘Oh, I'll just
watch.” Luckily there were five of us. ‘Phew!” I thought and it was a good
thing, because to me, it seemed like everyone of them was very skilled at
playing. I felt embarrassed that I didn’t know how to play. I knew then
that if I tried I wouldn’t be able to hit the balls, let alone get them in the
holes.

Three years later, I was in Spain with my partner. He gave me a hard
time for immediately turning down the option of playing a game of pool.
When asked why not, I thought about it and grew increasingly frustrated. 1
thought to myself, ‘Why can’t I just know how to play, why didn’t I learn
14 years ago like he did?’
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I felt stuck. Then he intuitively asked me, ‘What is so wrong and so
bad about learning? If you don’t know how to play, you could learn. I
had to learn once, you know? So what is so wrong or bad about learning?’
His question was a fair challenge.

I reflected on this event and realized that my background and
environment hugely influence my passion, courage and ability to learn.
The incident encouraged me to think about my learning history, a history
that transcends a timeline of learning, growth and development, four
continents and six cultures. I then made a connection from my own
experience to how often passion, courage and ability are not reflected in
learning within organizations.

This chapter is about how a global organization can increasingly learn.
Implicit in this statement is that a global organization has a desire to
learn. To fulfil this desire, it is necessary that two requirements be
equally met. Success and survival require the organization rigorously to
ensure that the business needs are met. In order to achieve this, the
global organization must define the learning needs, tools, vehicles and
media that ensure learning for each of its individuals. At the same time,
the organization needs to understand how its individuals learn across
diverse cultures and backgrounds. Using this understanding effectively
requires the global organization to allow individuals to use their identi-
ties, achieve their personal ambitions and use their creativity and
passion to guide their learning for their own as well as for the organiza-
tion’s growth and development. This chapter proposes that these two
requirements are necessary conditions for a global organization to
achieve its ambition to learn increasingly.

Little or none of this may come across as a revelation. In fact, a
great deal has been written in this area by leading academics such as
Argyris (1995) and Hirschorn (1999). The difference that this chapter
proposes is that the means to achieving these two conditions are in
direct conflict with each other (see Figure 5.1). Defining individuals’
needs and allowing individuals their own freedom is where the conflict
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NECESSARY PREREQUISITE

Be rigorous in
ensuring the

Have a clear
organizational vision that

learning meets the

business objectives
of the organization
OBJECTIVE Rt

Be a successful
organization that

defines the learning
needs, tools and medium
for each individual

continuously

learns in a global
e NECESSARY PREREQUISITE

Be flexible and be
able to learn to
adapt to change

Allow individual
ambition, creativity,

culture and passion to
drive learning in the
organization

and innovate
continuously
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have the
objective,
POISCIVE, | OBJECTIVE 5
have the V\
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This model is based on a part of the Theory of Constraints methodology, developed by Dr. Eli Goldratt (1994)

Figure 5.1 The core global learning dilemma.

lies, and it is this conflict that gets in the way of creating a true learning
organization, let alone a global one!

The chapter demonstrates how to break this conflict by respecting
the requirements of ensuring that a global organization’s business needs
are met as well as understanding how a global organization’s individuals
learn, but preventing the means by which these requirements are
achieved continuing to be in conflict with each other. In order to break
the dilemma, we must understand some of the assumptions that under-
pin each of its sides. The chapter will present both sides by first explor-
ing the question of how a global organization can be rigorous in
ensuring that learning meets its objectives.

It will then present the perspective of the individuals who are
accountable for the organization’s overall economic health and success,
on the premise that if the individuals learn, the organization will learn.
In The Fifth Discipline, Peter Senge articulates the learning organization
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as a place ‘where people continually expand their capacity to create the
results they truly desire, where new and expansive patterns of thinking
are nurtured, where collective aspiration is set free, and where people
are continually learning how to learn together’ (Senge, 1993: 3).

By starting from the perspective of the global organization and then
looking at the individuals story, we will be in a position to start to address
the dilemma and respond to the key question that this chapter poses:

How can an organization learn in a global environment given the complexity,

diversity, uncertainty and unpredictability that it faces in our continuously
evolving economy?

Returning to the story that introduced this chapter will shed some
light on what the chapter sets out to achieve.

That night I realized something that I had not come to terms with before.
All those times I avoided playing pool, or games such as charades and
backgammon, was because, quite genuinely, 1 feared exposing that I did
not know what I was doing. My assumption was that I had failed because
I didn’t know how to play a game of pool like they did. The easy way out
was to withdraw.

Things clicked for me that day, I was just different, my past experi-
ence was not shared by my friends in the UK because I was born in one
continent, educated in another and worked in yet another. So far, I have
not come across another Venezuelan-born woman with a father from
India, who was educated in the American and British systems and has
lived in five countries. That does not mean that any other person with a
different experience is inferior! So why do I make the assumption that 1
am inferior?

I realized that I do have something to contribute and share regardless
of the fact that I was not brought up playing pool or charades. Acknowl-
edging that makes me feel a little different when I attempt to learn
something new. I am not starting from not knowing something, I am
starting from being different and therefore able to share something of my
own and learn something new.
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WHAT IS THE KEY CHALLENGE FOR THE
GLOBAL LEARNING ORGANIZATION?

Why Do We Want to Learn as a Global
Organization?

In today’s globalized economy, competitive edge is crucial. Organiza-
tions must learn to remain alert, become responsive and be imaginative
to face external competition. On the other hand, they also need to
capitalize on the rich potential of their self-evolving nature. This is a
complex and fertile ground with infinite possibilities. The dynamic
between their external and internal qualities and strengths is a tremen-
dous incentive to propagate learning. The organizational learning
curve has become steeper in the last 20 years and this millennium sees
the momentum picking up even more.

Why Do We Need to Consider Our Business Needs
Carefully?

Fierce global competition amplifies the need to be distinguished and to
have a unique personality, brand and competitive edge. This applies
even more strongly to younger sectors such as the high-tech industry.
The global perspective in particular introduces the very important need
to be able to operate in an environment where national differentiation,
ranging from political paradigm, to legislation, to varying economies,
throws a spanner in the works of any organization’s business activity.
Generally, unpredictability and cyclical economic gyrations require
organizations to be on the ball and be clear about their strengths as well
as their position in their respective industries.

Learning in organizations has its own cost. The classical view of
running a profit-making business is based on the maximization of
profit. Shareholder value is described by Milton Friedman as the key
social responsibility of business, where it is to use its resources and
engage in activities designed to increase its profits, as long as it stays
within the rules of the game (1970). For not-for-profit public-sector
bodies, the objective may be to provide good service and care. The UK
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National Health Service is an example where the currency is, meta-
phorically speaking, patients. In both cases, the organizations must find
a way to ensure that their future is secure by guaranteeing demon-
strated performance or delivery of their services. Organizations are
continually threatened by immense competition. If they devote re-
sources to activities that do not add value to the business, they are easily
overtaken by competitors. To add to these demands, organizations are
under tremendous pressure from their shareholders to achieve better
and better economic results.

For all these reasons, to ensure success it is essential that a global
organization carefully monitor the ‘bottom line’ to guarantee the res-
ults and the credibility of the company. This applies both to the organ-
ization’s short-term as well as long-term growth and survival
Organizations cannot afford for employees to waste valuable time
learning things that are not instrumental to the business or in line with
its immediate as well as its long-term needs. Focused learning then
becomes imperative. One example is an affiliate of the publicly owned
oil corporation in Venezuela, which implemented a programme called
the ‘Accelerated Learning Programme’ in 1987 for middle manage-
ment. Its main purpose was to focus exclusively on growth and pos-
itioning issues that the corporation faced in view of declining oil prices.

How Can We Ensure We Meet Our Business Needs?

Business awareness is manifestly crucial to organizational learning. The
only way to be rigorous in making sure that our business awareness in-
forms our learning is by agreeing on a clear vision that defines the learning
needs for each individual and how they can best be satisfied. Organiza-
tions, particularly traditional ones that have been around for a long time,
have significant experience and a wealth of intuition. Substantial resources
are dedicated to research and development activities in numerous indus-
tries. The experience of some of the more traditional and well-established
organizations serves as a valuable insight into what individuals need in
order to be prepared for operating in the evolving marketplace.

The growing consciousness of organizational learning has encour-
aged many organizations to create departments and appoint specific
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individuals for knowledge management and organizational learning
and development posts. These departments are invaluable in that they
commission extensive market analysis to gain a better understanding of
what the organization’s learning needs are and what will best help to
meet these needs. Many organizations form partnerships that help them
develop insight and explore what other equally successful leading com-
panies, organizations and academic institutions are doing to fulfil the
same kind of needs.

Is Focusing on Our Business Needs Sufficient to
Guarantee that We Are a Successful Global
Learning Organization?

The need to be agile and innovative becomes more apparent as we
recognize the extreme complexity and unpredictable nature of an organ-
ization’s internal and external environment and accept that these uncer-
tainties will not go away, but continue to increase. This unpredictability
is matched by the fact that organizations are inherently complex human
systems. The uncertainty that emerges is therefore large and growing. To
add even more complexity and uncertainty, global environments breed
diversity and difference of multiple cultures and traditions. Understand-
ing and interpreting between cultures prove more difficult, causing un-
known or indeterminate outcomes. Peter Senge talks about this in The
Fifth Discipline in reference to organizations’ learning capabilities, and
argues that as a complex system, an organization ‘has a life of its own and
that the system can produce unpredictable outcomes not in the foresight
of management’ (1990: 71). He seems to suggest that managers will be
unlikely to cope with today’s reality unless they reframe their thinking
around constant and unexpected change.

Why Do We Need to Be Flexible and Responsive to
Change?

An organization must therefore be flexible and capable of learning to
adapt quickly to change, particularly if it wants to operate globally.
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What enables an organization to be flexible, nimble and adaptable? A
global organization desperately needs a reliable change gauge and, since its
individuals are its heart and blood, the most accurate barometer it can
make use of is its people. Low morale, for example, can often be a
reflection of how the organization is responding to wider environmental
realities. Being a human system, an organization is made up of individuals.
Organizations therefore learn at a rate in line with that of its individuals.

An Anglo-American company, that I will refer to as Plastiseal Ltd,
provides exceptional quality packaging for Waitrose, Sainsbury’s, Asda
as well as smaller local food markets in the UK. The current focus of
the major retail multiples on low price, at the expense of quality —
sometimes referred to as the “Wal-Mart syndrome’ — is, however,
driving many of their suppliers such as Plastiseal to lose market share.
This is a good example of how the consolidation of the industry into
glant companies is putting huge pressure on small to medium en-
terprises. Plastiseal 1s finding itself losing numerous relationships with
its key customers because it is reluctant to compromise the quality of its
product in order to maintain cost competitiveness. This has signifi-
cantly affected the morale of Plastiseal’s employees. However, the
company has redirected this negative energy to innovate in order to
convert these threats into new business opportunities, such as penetrat-
ing a new market like logistics.

How Can We Be Flexible and Able to Learn to Adapt
to Change?

It is crucial that organizations are able to recognize the uniqueness of its
individuals, otherwise they would be ignoring a vital part of the whole.
Flexibility requires the ability to work with difference and to nurture
innovation so that something new and better develops. To be able to
do this, we have to want something different to what we currently
have. At the root of wanting is passion. An individual is born with
passion, and passion only manifests itself through choice. In order for
an organization to exercise flexibility, adaptability and the capacity to
innovate, it must therefore allow individuals to make choices in order



CHALLENGE TO THE GLOBAL ORGANIZATION 163

to best contribute their innate capabilities, to be creative and to use
their personal ambition to drive learning in the organization.

Progressive organizations strongly agree with the need for a focus
on creating environments where individuals are given space to be
themselves and are strongly empowered. These environments strive
towards providing individuals with safety and freedom while
simultaneously offering sufficient challenge to nurture learning. In the
past, organizations traditionally operated in environments that were
once characterized by stability and continuity. During the 1960s and
1970s, organizations believed that the implementation of rigid control
measures and pyramidal structures were the only ways to ensure that
people could successfully deliver the organization’s business needs
(Sloan, 1964). The 1980s and 1990s were a transition period, with
increasing uncertainties in business environments. We now see a grow-
ing number of organizations becoming increasingly aware of this tran-
sition, but still faced with having to deliver business results.

Apple’s Steve Jobs is the classic example of an entrepreneur who
in the early 1980s understood the value of talent and innovation. This
was clear in the way that the products Apple sold and currently sells
reflect personal creativity, welcoming and boldly illustrating the notion
of difference. The oil industry is an example of how innovation was
used to respond to environmental need, to reduce the sulphur emis-
sions from the burning of fossil fuels, the cause of acid rain worldwide.
It is apparent that such achievements resulted from tremendous inno-
vation ranging from scientific advancements to corporate management
and government policies, where individual talent and contribution
played a key role.

Is Focusing on Our Ability to Be Flexible and
Responsive Through Our Individuals Sufficient to
Guarantee that We Are a Successful Global
Learning Organization?

The success of organizations depends greatly on their ability to match the
skills of their people with company needs. If the types of skills required
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are not carefully considered, they may result in the employment of
overqualified people who can end up being superfluous. Organizations
also need their individuals to learn on an ongoing basis in order to give
management information to run the business. In the example of the oil
company’s ‘Accelerated Learning Programme’ described earlier, the pro-
gramme was designed to address the immediate needs of the company
under a crisis situation, which resulted in the trade-off of further generic
learning by focusing on the crisis. Without an appropriate focus for
learning and consideration of the current reality of the business, the
learning would not have been as effective or as transferable.

In global environments, organizations are also faced with having
to answer ethical questions and assume greater social responsibility.
They are finding that they have to be increasingly sensitive to and
ultimately responsible for social and environmental implications in host
countries. Some argue that this behaviour rather instinctively finds its
roots in the hearts of individuals. David Korten says in his book When
Corporations Rule the World:

We inherit through our birth a responsibility far beyond ensuring our own

survival . . . [this idea] calls on us to accept responsibility for the impact of our

actions on the course of evolution and to assume a conscious and responsible role

in creating conditions that advance the continuing evolutionary process of the
planet. (1995: 261-76)

To supplement this, anti-capitalist movements against the increasing
power of corporations are accelerating the general awareness of indi-
viduals of the need to assume more social responsibility.

For instance, the fast-moving consumer goods industry has taken
initiatives to eliminate the harmful chemicals that cause the depletion
of the ozone layer, primarily through the elimination of chemicals such
as those from all products that use aerosols as a propellant. The house-
hold appliance industry has made similar efforts by eliminating CFCs
(chloro-fluoro-carbons) from refrigerators and other appliances. Al-
though some of these changes were made in response to international
treaties and local laws, there has also been a growth in voluntary
sentiment for social responsibility.

These efforts require a tremendous shift in culture and attitude,
involving massive levels of learning and relearning for individuals who
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work for such corporations, especially by the older generations. This
task has been made more difficult as companies and their shareholders
have to absorb the loss of profits by a squeeze on margins. For these
reasons alone, purely focusing on developing organizational flexibility
and adaptability by appreciating the diversity of thought, creativity and
intuition offered by individuals is not enough to satisfy the desire to be
a successful learning global organization.

Where Does This Leave the Organization?

‘What this is telling us is that both the organization’s business needs and
individual needs are equally important and must be fulfilled. Focusing
on one or the other in isolation is not enough.

To be a successful organization today and in the future, it is
necessary to continuously develop the capability of individuals. An
equally important requirement is to respond to the immediate business
needs. Developing individuals’ capabilities requires the organization to
invest time and money for the future; responding to the immediate
business needs requires the organization to focus on today’s bottom-
line results. The dilemma is a generic yet incredibly difficult one for
many if not most organizations today.

NECESSARY PREREQUISITE

Respond to
the immediate

Focus on
today’s bottom-

line results

business
OBJECTIVE needs

Guarantee the
organization’s

success now
and in the future NECESSARY PREREQUISITE

Develop
capability in

Invest time
and money

the organization’s
individuals

on the future

Figure 5.2 The organization’s dilemma.
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Organizations have struggled with this dilemma for decades.
When faced with the choice, management instinct will tend to focus
on the immediate needs of the business. Naturally, investment of time
and money for the future requires economic feasibility today. The only
way to guarantee this feasibility is by maintaining a firm grip of the
immediate business needs.

Unsurprisingly, this instinct has commonly manifested itself in a
halfway house between focusing on the bottom line and investing in
the future. What many organizations have done is to go through the
motions of developing future capability but implicitly responding to
immediate needs as means of providing a solution. The following case
study illustrates this behaviour demonstrated by a well-known global
management consultancy trying to achieve the best of both worlds.

An example of an organization that lived out this dilemma was a
major global consulting firm. From 1994-97, at the height of the
knowledge management craze, tremendous efforts were made by
this particular company to develop and grow a number of centres
of excellence. These centres were developed globally with a view
to inform organizational learning and knowledge management
and, more importantly, to provide a basis for their client offerings.

The centres of excellence were fuelled by country represent-
atives worldwide. In one instance, a project was carried out in
partnership with a large IT consultancy, holding meetings once
every six weeks in varying locations around the world. The learn-
ing initiative perpetuated a world of political activity and net-
working that served as a framework to develop, test and take the
resulting offers to market.

There was vast opportunity for international team work,
where consultants could share networks and leads to new client
projects and develop good working friendships across cultures,
making the project highly desirable. There were exceptional lev-
els of learning on a local and global scale.

The downside was described by a highly respected consul-

tant to be that the very necessary senior sponsorship was more
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focused on the revenue that the project would generate than on
dedicating time to the growth and sustainability of the project. As
a result, arguments were provoked between country representat-
ives on issues such as how to classify knowledge. Learning was
implicitly shoved to a back burner where limited degrees of
learning were allowed to take place, ‘single- rather than double-
loop learning was understood where little or no feedback was fed
into the learning process’. This particular consultant, who served
as a leader/facilitator between country representatives, described
himself as a political football. The result was increasingly low
morale, a general feeling that the organization stifled creativity
and blocked innovation and a growing number of highly pres-
surized, depressed individuals who found no choice but to leave.

This example provides a useful insight into the effects that the organ-
ization experienced. The short-term effects were positive, but lack of true
senior-level sponsorship reflected a duplicitous message about commit-
ment to the initiative. On the other hand, management’s implicit focus on
revenue was perceived as a block to creativity and innovation, defeating
the purpose of the organization’s original ambition to propagate learning.

An interesting angle is one that Argyris and Schon have articulated
in their book Organizational Learning II:

We believe that Organizational Learning occurs within the context of dialectical
processes which stem from two conditions of organizational life. First, organiza-
tions are necessarily involved in continual transaction with their internal and
external environments which are continually changing in response to both ex-
ternal forces and organizational actions. Secondly, organizational objectives,
purposes and norms are always multiple and potentially conflicting. (1996: 9)

Seeing the development of future capability as a means to maximize
immediate business needs is therefore a likely opportunity for undesir-
able eftects.

The case study exposes a fundamental issue common to countless
efforts by organizations desperate to solve their business dilemma.
Again, a choice lying in between both sides is not an option. For any
organization, the way out of this conflict is not to settle for either side
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or to find a compromise between the two, but to find different means
to achieving responsiveness to the business’s immediate needs and the
development of the organization’s individuals, so that success now and
in the future is guaranteed.

WHERE DOES THE INDIVIDUAL FIT IN?

Is Learning an Individual Process?

‘What drives the need for learning in individuals? The learning process is
personal. We normally have a reason to go to work where we have roles
and responsibilities in our jobs. Generally speaking, our personal objective
is to be successful in our roles at the organization in which we work. How
well we perform depends not only on the competency and skills that we
have developed in the past, but also on how effective we are at responding
to new, everyday changing situations. How we build these responses into
our working practices generates a feedback loop, which is what enables us
to learn. We then generate assumptions based on our experience and
learning that inform the way we work and react to future challenges.

To be successful at our roles within our organizations, we must
fulfil our utmost potential. Competition introduces a dilemma to
achieving this. Ideally an organization could take the learning that each
individual experiences as a contribution to its overall organizational
response to ongoing challenges. This, however, might lessen our own
enhancement in comparison to other individuals. Do we learn for
ourselves? Sharing what we learn in service of the organization takes
away our personal competitive edge, so learning tends to be a personal
activity and ultimately our own asset.

Another element that influences our ability to achieve our full
potential is the concept of image. Image adds an element of sensitivity to
how we learn and use our learning. Stereotypes, superiority complexes
and basic social constructs inform the way we see others and ourselves.
Across cultures, this becomes highly sensitive to varying identities. In
response to these factors, the perception of our own image is highly
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versatile. In organizations, our performance regardless of position, sen-
lority or culture is appraised and evaluated continuously, introducing yet
more complexity in terms of personal assertion and inhibition.

Can an Individual Own Their Learning?

In order to achieve full potential and really make a difterence, individ-
uals must learn what they want to learn. But individuals surely cannot
totally own their learning process? The organization for which they
work has accumulated rich experience, tradition and wisdom that ofter
its individuals a tremendous learning playing field. For this reason, the
organization feels confident and qualified to dictate the learning for
each individual. Argyris and Schon also wrote:

Organizations have been conceived as behavioral settings for human interaction,

fields for the exercise of power, systems of institutionalized incentives that

govern individual behavior, or socio-cultural contexts in which individuals
engage in symbolic interaction. (1996: 16)

Organizations have an inherent power that projects a tremendous el-
ement of control.

Legacy provides a powerful learning tool and an opportunity to
integrate ‘old’ experience with ‘new’ aspirations. This lesson became a
painful one to learn for dot-com start-ups. Extremely creative and
technically savvy individuals and groups of ambitious entrepreneurs
became carried away with the ‘new’ and forgot about what the ‘old’
had to offer. What they forgot was that all they possessed was ‘new’
tools for ‘old’ rules. While a dot-com might want to pioneer the new
economy, it must never ignore the classical laws of economics and fail
to realize the transitions it must make to accommodate the new rules.

Mike Lynch, chief executive of the Internet software company
Autonomy, said with reference to the demise of global e-tailer
Boo.com, ‘It’s a sad example of what we’ll see more of, because so
many Internet retailers have gone out and just thrown cash at the
problem’ (Sabbagh, 2000: 3). This never solved a problem in the old
economy, so why should it in the new? Why should the organization
relinquish control of what its individuals should be learning? Is the
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learning not in service of its well-being? Does experience not prove
that senior management knows best?

To be successtul at our roles at work, there is an equally necessary
condition for fulfilling our outmost potential. To be successful we must
also avoid making mistakes. Our belief of how others perceive us can
strongly influence our attitude to how and what we learn and often act
as a barrier to our learning. Education systems reinforce this relation-
ship. Traditionally, subject areas that were more highly regarded in the
American system, for example, were those in the more analytical
schools of thought, where development of hard skills was encouraged.
The assessment process for entrance to secondary school and university
was — and still is to a great extent — based on the strength of these hard
skills. What has recently emerged is a consciousness that creativity,
intuition and emotion have not been considered as important as the
more dominant aptitudes such as analysis and theoretical skills. This
awareness has revealed that children whose inclination was less
theoretical and more intuitive have been considered to be failures and
perceived to be at a disadvantage compared to those whose capabilities
were more in line with the mainstream educational culture. There is
talk in the California state education system about joining colleges such
as Bowdoin College in Maine in abolishing or making optional the
requirement to take the university entrance examinations, School Ad-
mission Tests (SATSs), primarily because the tests were designed for an
exclusive student profile. The SAT is believed to weed out minorities
and international applicants whose cultural inclination is different to
the typical American student.

This pattern extends itself to our working lives, where it can shape
our attitude towards different professions. In Venezuela, for example,
engineering, law and medicine are seen as the most prestigious profes-
sions. In the UK, law and medicine compete for prestige, and profes-
sions in the areas of public relations and marketing are often considered
to be less important, thereby carrying a stereotype of being less chal-
lenging. In Japan, science and technology dominate the scene, so it is
highly desirable to work in these areas.

The images that shadow our professions can be detrimental to us.
First of all, they can dissuade us from doing something we may have
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strength in or from living an unexplored passion, forcing us instead into
pursuing an area not close to our hearts. The consequences are that we
misuse our real potential, leaving our hearts at home when we go to
work. Ultimately, the individual may work for the organization, but
do they want to? If not, are they going to be motivated to learn and to
develop themselves to their full potential? Will the learning be in
service of the organization for which they work, let alone make a
contribution or foster a sense of shared learning?

Is the Organization Responsible for Facilitating
Learning?

Organizations make tremendous efforts to empower their individuals.
This movement began with the introduction of the flat and horizontal
structures that contrasted with the more hierarchical and top-down
approaches that historically dominated most industries. In the Tayloris-
tic approach, traditionally employed by most organizations, power was
centralized at the top, leaving little room for individuals to have a say
unless they were higher up or well connected. With the transition
towards a flatter model for leading organizations, individuals have a far
better opportunity to use their own initiative to influence their careers.
In this model, individuals are allowed to contribute to the organiza-
tion’s direction, which encourages them to use and share their learning
across the organization.

Organizations generally hire people with the expectation that
they will do their best to contribute. Recruitment standards are very
high; visible talents, outstanding academic records and superior intel-
lectual capabilities are always key criteria for leading companies. Com-
panies value individuals who are selt-directed, motivated and driven to
contribute high-quality performance. Companies also expect individ-
uals to bring with them different perspectives, diverse thinking and
cultural traits so that they can strengthen their global competitive edge.

With these expectations, organizations design work environments
where learning is promoted and shared. Large amounts of investment
go into creating infrastructures that support the learning needs of in-
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dividuals. Human resources and development departments are very
creative in finding new ways that encourage people to learn. Many
organizations are focused on implementing new ways to embed learn-
ing into their corporate cultures. In order to capitalize on the diversity
of individuals within the organization, cross-cultural workshops and
other similar initiatives have proved very eftective. To further the
global parameters within which they operate, organizations look for
innovative ways to extend learning remotely.

With the exponential growth of technological innovations, or-
ganizations invest heavily in the use of intranets, databases such as Lotus
Notes and warehouses, document management and artificial intel-
ligence to capture, hold and use huge amounts of explicit knowledge.
These tools, combined with organizational expectations, offer self-
driven and capable individuals ample opportunities to learn and pro-
duce concurrently. This increases the opportunities to learn across
geographic boundaries within organizations across the globe and exter-
nally with global client bases.

Under these environments, individuals could learn at their own
prerogative. Investment in such resources is essential because there may
be some useful pay-offs, but how valuable are these pay-offs in reality?
The following case study provides a story about a well-respected global
financial services and investment house that has reaped some of these
benefits, but realized that a technical infrastructure alone is far from
delivering the desired output of a global learning organization.

A global financial management investments group, branded in the
UK and managing assets globally, launched an intranet-based
learning environment in 1999 aiming to create a stronger link
between training and its business needs. The system is globally
accessible to all its employees on the Internet but is used primarily
by its UK population. High-quality, updated and live information
is available at every individual’s fingertips in what the company
describes as ‘just-in-time learning’. The system is highly interactive

and dynamic and was designed with individuals’ needs in mind.
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The company underwent a significant change in strategic
focus and subsequently acquired another company, causing un-
desirable consequences for the intranet’s implementation and
roll-out. The organization’s response to the learning tool was
interesting. Use of the system varied, from younger people mak-
ing most use of the intranet as a means of support for gaining
professional qualifications or completing academic courses to
other people not finding the intranet site a tool they could relate
to in either medium or content.

The loudest voices described learning within this organization
as taking place primarily through conversations, dialogue and expe-
rience. The common preference was to ‘find and establish relation-
ships with people and pursue ongoing face-to-face support or
remote relationships over the phone’. When referring to interna-
tional exposure on the job, one individual described ‘being with,
living in and relating to other cultures [as] the richest source of
learning’. It was commented by many that ‘because of the rapid
and fast pace of their work, it is effective to learn while doing and
any support to aid that process is valuable’. Many agreed that the
most useful support was ‘help and guidance [given to them]| by
colleagues and superiors’. When describing experiences of the use
of technology as an enabler for learning, many expressed the view
that ‘although its use is a valuable resource and can provide a lot of
useful knowledge, there is insufficient time to exploit the resource
for the purpose of learning’. The use of technology at present is
more a tool that ‘facilitates day-to-day work and can be an eftective
medium to disseminate information’.

Organizations also encourage their employees to share tacit expe-
rience and knowledge to enrich their corporate knowledge base. In this
case study we notice that the employees themselves find the learning to
be tremendous. In practice however, it is a great challenge to capitalize
on this type of knowledge base because it is typically generated through
informal structures. Individuals often find it burdensome to their
everyday responsibilities since it requires extra initiative, time and
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effort and can deliver limited tangible results, particularly on a grander
scale across the organization.

The organization’s role in the learning of its individuals is clearly
an important one. It makes huge efforts to acknowledge the high levels
of individual diversity, qualification, skill and motivation that individ-
uals bring. At the same time, organizations can have lofty expectations
about what qualities they want their individuals to possess and contrib-
ute. Since they have these expectations, they do appreciate the poten-
tial that individuals bring and offer infrastructures that can support the
cross-fertilization and growth of qualities and contributions to enrich
their learning environments. The paradox is that with the exceptional
level of awareness and demonstrated commitment to learning, organ-
izations feel that none of this is enough to achieve the right level of
organization-wide learning as well as a shared and commensurately
motivated response by their people.

What Is ‘Unsayable’ about the Organization’s Role
in Developing Learning in a Global Environment?

Desperate to understand and solve the above paradox, organizations
often focus on trying to answer the following question: Can we ensure
that our development systems and processes acknowledge the individ-
ual diversity of backgrounds, aims and personal learning processes and
at the same time accelerate learning to ensure that we meet our business
needs? This question is a difficult one to answer, and in my opinion has
been avoided by most organizations out of lack of a clear understanding
of what it actually means.

The good news, however, is that this chapter is about learning in a
global environment, where diversity of culture, identity, age, sex or
whatever exists and exists in wild and complex ways! The mere exis-
tence of the complexity of diversity is what most welcomes
organization-wide learning.

To unleash organization-wide learning, we must first understand
a third dilemma. So far, we have explored the global organization’s
learning dilemma and the organization’s business dilemma. The third
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and final level is the individual’s dilemma. To do this, we will briefly
go back to the story at the beginning of this chapter and explore some
of the assumptions that it surfaces.

All those times I avoided playing pool, or games such as charades and
backgammon, it was because, quite genuinely, I feared exposing that I did
not know what I was doing. My assumption was that they were better
than I was because they knew how to play a game of pool. The easy way
out was to withdraw.

There is a fundamental flaw with the concept of defining an
individual’s learning needs in order to match their learning with the
organization’s business objectives. The ‘unsayable’ is that the very act
of defining an individual’s learning needs by another party (i.e. the
organization) prevents the individual from taking the vital first step in
any learning process. That is to make the personal decision to admit to
one of two things: ‘I just don’t know’ or “What I currently assume
might be invalid’.

Robbing the individual of the freedom to make this commitment
robs them of learning itself. In the story, no one may have overtly robbed
the individual of making this choice. She came up against a natural fear of
being inadequate at the pool table because the game was unfamiliar
territory to her and commonplace for her friends, a type of fear that is
not uncommon to many individuals regardless of stature, position, level,
culture or role who are in an environment, culture or situation foreign to
them. It is therefore essential that the organization ensures that this
freedom is granted, nurtured and protected. Doing so will unleash the
learning potential that lies beneath the surface in any organization.

In a global environment, an individual’s learning is considerably
sensitive to their interactions with different cultures, languages, traditions
and heritages. This dynamic is heightened for an individual who is a
minority in a majority environment, a likely possibility for many individ-
uals working with or for a global organization. The fear described above
becomes more potent in such an environment and can prevent individ-
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uals from admitting their lack of understanding or knowledge. This is the
biggest hurdle to learning for an individual in a global environment.
Even worse, it can also prevent individuals from making useful contribu-
tions. We will return to the story and try to discover why.

When translating this incident to my work environment, I thought about
what it was that made me feel satisfied. To be successful I know that I
definitely need to feel that I make a real difference for the organization I
work for, for my clients and for myself. Equally, to be happy and
successful I avoid making a mistake or failing.

So to ensure my happiness at work, I realized that I have to make a
difference in everything I do and to do that I need to take risks (such as
having a go at a game of pool!). Equally, to be happy and enjoy success, I
feel I must avoid making mistakes or failing. This requires me to shy
away from risky situations where mistakes are merely arrows on the
learning path.

In the story, the individual believes that in order to be satisfied
and fulfilled, she must make a significant difference. Her assumption is
that she will be more valued, respected and credible to her colleagues
and clients. This makes her proud of her work. In order to make a
difference, it is important that she takes risks and lives on the edge of
learning. Paradoxically, risky situations are challenges and breed uncer-
tainty, exciting high levels of emotion, uncovering passion and thereby
triggering creativity.

On the other hand, wanting to avoid failure is hardly surprising
given the undesirable consequences associated with it. For example,
traditional schooling has demonstrated through its emphasis on measure-
ment and assessment that gaining low grades evokes humiliation and
feelings of not being good enough. This translates to working life in that
failure to deliver can hurt professional image and be very embarrassing.
Even worse, however, a critical failure might endanger future standing
with the organization. To prevent any of this from taking place, she
avoids learning in an environment where she is likely to fail because
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simple fear of failure causes her to freeze. This disables her from perform-
ing in the first place. Ironically, she fails without having even tried.
This individual experienced a combination of these effects on
both nights at the pool table, but succumbed to the topside of the
dilemma both times (see Figure 5.3). Making a difterence to her meant
being able to play a game that was unfamiliar to her but known to the
community in which she has chosen to live. Both times she did not
want to demonstrate her inability to play and therefore avoided putting
herself in that situation in the first place. She made an assumption.

NECESSARY PREREQUISITE

Avoid failure Avoid learning
environments

+«— .
where | am likely
OBJECTIVE to fail

Be successful
in my role

in the
organization NECESSARY PREREQUISITE

Fulfil my

Put myself at the
utmost

edge of learning

potential and in situations

of high risk

Figure 5.3 The individual’s dilemma.

My assumption was that I had failed because I didn’t know how to play a
game of pool like they did.

Her own assumption clouded her ability to admit that she did not know
how to play, thereby inhibiting her desire to learn how to play the game
altogether. She simply felt that not knowing was a way of admitting
failure. It is this inhibition that can stifle the desire to learn, particularly in
global environments. Working in a global environment means working
across cultures, political paradigms and societal pressures. In his book The
World of the International Manager, John Hutton wrote:
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Managers operating in global markets are aware that individual countries, so-
cieties and cultures are shaped by a blend of emotions about their past inheri-
tance, and about their current role in the world, with the need to apply reason to
present circumstances in the pursuance of a variety of national purposes as
expressed through political will. (1988: 46)
For individuals to use this awareness best, they need to exercise sen-
sitivity about what assumptions are implicit to a dominant culture that
might come across as fact to a minority culture or vice versa.
The dynamic that these assumptions present is not a healthy one.
It can prevent individuals from fulfilling their utmost potential, as it did
in this story, or it can be detrimental to the individuals involved as well
as the whole organization’s learning. Amin Maalouf wrote in his book
On Identity a useful passage about immigrants crossing cultures:
One’s feelings towards one’s country of adoption are ambiguous. If you have
come here it’s because you hope for a better life for yourself and your family. But
this expectation is tinged with apprehension about the unknown — the more so
because you are at a disadvantage in various ways, afraid of being rejected or
humiliated, and on the look-out for signs of contempt, sarcasm or pity.

One’s first reflex is to not flaunt one’s difference but to try to pass un-
noticed. The secret dream of most migrants is to be taken for ‘natives’. Their first
temptation is to imitate their hosts, and sometimes they succeed in doing so. But
more often they fail. They haven’t got the right accent, the right shade of skin,
the right first name, the right family name or the proper papers, so they are soon
found out. A lot of them know it’s no use even trying, and out of pride or
bravado make themselves out to be more different than they really are. And

needless to say some go even further, and their frustration turns into violent
contestation. (2000: 33)

This passage is powerful and very true for many individuals today, par-
ticularly in their working lives. Globalization cultivates places where multi-
ple cultures co-exist, but rarely are they a fully multicultural environments
where assumptions cease to exist and understanding is paramount. Instead,
the global organizations that exist today, with the exception of bodies such
as the United Nations or the European Commission, possess dominant
cultures whose assumptions are often the ones that count.

The ‘unsayable’ articulated above is a blessing in disguise for an
organization aiming to be global and aspiring to learn increasingly. The
paradox is that a multicultural environment is ideal for overcoming the
challenge with which many organizations have battled in their attempts
to propagate learning.
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The highly desirable secret is that the concept of failure does not
exist in a true multicultural environment. No one culture is more
correct than another. If in one culture a person uses chopsticks to eat
and in another a person uses a fork and knife, it does not mean that one
of the cultures is better than the other. What it does mean is that the
two cultures are different and therefore each can learn from the other.
Multicultural environments are inherently those where the notion of
failure is substituted by difterence and diversity.

This does not suggest that history be ignored. Survival of the
fittest, war and past achievements within civilizations or nations are not
to be overlooked. Respect and appreciate the past, but encourage
openness. Maalouf articulates this sentiment eloquently:

While the future should be constructed in a certain spirit of continuity it should

also incorporate profound changes, together with significant contributions from
elsewhere, as was the case in all the great eras of the past. (2000: 34)

Diversity thereby nullifies the concept of hierarchy because diversity is
not about superiority, it is about difference. This is a crucial point for
organizations attempting to learn. The mere appreciation of and
willingness to learn from difference from the key to enabling learning.
The truly global organization will welcome this reality.

HOW DOES AN ORGANIZATION SUCCESSFULLY
LEARN IN A GLOBAL ENVIRONMENT?

There are a number of learning approaches and methodologies that are
already used extensively and have proved to be effective in organiza-
tional learning. Learning is difficult to measure. For this reason, many
approaches may not demonstrate tangible results and can be dismissed
for more measurable approaches. We will look at a few approaches and
methodologies that in our experience are well founded on extensive
research and development. The learning tools presented in this chapter
aim to overcome challenges associated with global environments. The
chapter does not offer expertise on each of the methodologies it pro-
motes. Instead, it offers a boutique of possibilities to facilitate global
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learning, with an invitation for the reader to make their own choices
on what is most appropriate for their own environment, and offers
suggestions on further reading to support these choices.

The Individual Owns Their Learning

We still need to ensure that individual learning meets business objectives.
For this to happen, individuals must own their learning. Owning re-
quires being accountable. Being accountable means that individuals are
not only aware of their learning, but also of how their learning will affect
the organization as a whole. True accountability requires that each indi-
vidual understands the business, but, most importantly, where they fit
into the whole business. For this, an individual needs empowerment.

In his book Stewardship, Peter Block discusses the prospect of
accountability:

To state it bluntly, strong leadership does not have within itself the capability to
create the fundamental changes our organizations require . . . the strength in the
concept of leadership is that it has connotations of initiative and responsibility . . .
It carries the baggage, however, of being inevitably associated with behaviors of
control, direction, and knowing what is best for others. The act of leading cultural
or organizational change by determining the desired future, defining the past to get
there and knowing what is best for others, is incompatible with widely distributing
ownership and responsibility in an organization. (1993: 13)

It is the distribution of this ownership that defines true empowerment.
Individuals must be accountable to the organization for which they
work. This means that they must understand that they are responsible
for the well-being and success of the organization; this can only be
achieved if the individual is genuinely interested in the business. Young
graduates, for instance are often seduced by monetary gains, corporate
image and international prospects, but their interest stops there. The
trick is to encourage individual ownership of learning by fundamentally
shifting the focus of an individual’s existence within their organization.
This requires three things from the individual:

B A genuine interest in and care for the organization in which they
are being hired to work.
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B A desire to be responsible for the organization’s success and
livelihood.
B Total ownership of their contribution to the organization’s success.

The task presented here begins with the individual, a unique contribu-
tor to the overall livelihood of the organization, who must understand
the following:

B Of what is their individual role in service?

B How can the organization help them understand their impact on
the organization’s success?

B What does the individual uniquely bring to the organization?

B How can the organization support them to make their contribu-
tion ?

For individuals to answer these questions, they require support and
guidance. A genuine understanding of these questions and their implica-
tions will certainly help individuals to prepare themselves for true
ownership and accountability. Such individuals will lay the foundation of
a nucleus to disseminate the learning further out into the organization.

Responsibility of the Organization to Engender
Individual Accountability

The organization therefore plays an essential role in learning. Once an
individual 1s fully accountable for the organization as a whole, they will
not only be the owner of their own learning, they will ensure that each
person in the organization contributes and learns. The organization’s
job is therefore to enable each individual to become accountable. The
most effective way of facilitating this process is by dedicating significant
time to each individual. Two vehicles can help achieve this objective.

Mentoring

Mentoring is not new — it has been used in organizations for years,
although perhaps not formally until the past 15 years. Mentoring is a
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relationship built between two people, the mentor and the learner,
who come to a mutual agreement to work together on a conceptual
basis for a specific purpose, whether it be a work focus, a problem or an
opportunity. Although traditionally mentoring was a skill that man-
agers would develop or be encouraged to develop, the skill is gradually
being used by younger and less experienced people. In organizations
the process is often set up for career development and personal rela-
tionships, but the most important form is a relationship that focuses on
real work situations (Honey and Mumford, 1989).

The key to good mentoring is to ensure that the conversations are
driven by an agreed objective and that there is sufficient rigour in the
challenges that they present to the learner and enough support to help
the learner work on them. A mentoring session should be hard work
for the learner. Some of the thought processes with which they are
faced will be new to them. Such a relationship is an opportunity for the
individual or learner to surface some of the voices that often get buried
deep down, perhaps subconsciously, and allow these voices to shape
their learning process and help them grow aware of their individual
learning styles. It is these voices that within a trusting and safe conver-
sation can give rise to a tide of potential opportunities for the individ-
ual. It is here that the individual can feel safe to admit, for example, ‘I
don’t know what an alcohol spill might mean for the refinery that I
work in’ or ‘I think that the job I’ve been doing is not contributing to
the bottom line’. Situations such as this drive the development of new
opportunities in service of the whole organization’s success.

Coaching

Coaching is another useful process that enables learning. Based on
similar premises to mentoring, it is a skill that is used frequently in a
range of work and personal situations. Coaching is more focused on
helping the learner solve problems on a practical and operational level.
The conversations that evolve during a coaching session are most eftec-
tive when there is a realistic objective, a clear understanding of the
current reality in which the learner is operating, a broad awareness of
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what options the learner has to achieve the objective and, most import-
antly, a decision about the level of willingness and commitment that
the learner possesses to do what it takes to achieve the objective.

In using this process with a learner, a skilful coach will encourage
the learner to do all the work by asking effective questions and acting as
a sounding board. Again, the process can be extremely valuable and, if
done with sensitivity and responsiveness, can be instrumental in setting
up a very safe yet challenging learning environment for the learner.
The beauty of coaching is that anyone can do it, as long as sufficient
rigour is exercised in the initial development of the skill and there is an
explicit understanding of what it is used for and why. Coaching skills
will then grow through experience.

Skill Set to Foster Individual Accountability and
Ownership of Learning

Many organizations try to instil coaching and mentoring in order to
lessen some of the more directive and authoritative interpersonal ap-
proaches that historically dominated their communities. Their main
focus, however, is on developing company-wide skills rather than in-
voking the more subtle yet important aspects of learning, ownership
and personal accountability. Coaching and monitoring are extremely
beneficial skills, but in isolation their full potential will not be achieved.
Peter Block says, “We cannot be stewards of an institution and
expect someone else to take care of us.” Stewardship to Block means
‘accountability without control or compliance’ (1993: 6). A mentor
needs a high level of skill to ask the right questions, but the individual
develops their own accountability and desire to work and learn in
service of the organization. Likewise, a coach must be wise in their
facilitation to ensure that the learner does their own problem solving.
Both mentoring and coaching are also useful in facilitating cross-
cultural activity and can be excellent tools for communication and
integration, which in turn facilitate intercultural learning. This chapter
suggests that an appreciative approach is used with these tools and a
particular emphasis is placed on appreciating difference. A mentor can
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be instrumental in surfacing the individual’s awareness of challenges
they are facing in a new and unstable environment, and identifying
development needs such as learning a language. A coach could help
devise ways in which a person could, for example, learn to deal with
specific situations that emerge from radical changes the organization is
undergoing, such as an international merger or a takeover. Mentoring
and coaching are both means to learning and can provide an infrastruc-
ture for individuals to seek support and guidance in their development.
An organization should invest significant time in identifying individuals
who already demonstrate accountability to the organization. These
individuals will constitute a critical group that can initiate a dissemina-
tion process of learning by developing and using these skills.

Action Learning

A powerful approach used extensively is action learning. The founder of
action learning, Reg Revans, described the approach as follows, “The
central idea is . . . that of a set, or small group of comrades in adversity,
striving to learn with and from each other as they confess failures and
expand on victories’ (1980: 10). The life span is decided by the group and
can range anywhere from six times a year to once a quarter. A facilitator
leads the group, who ensures that each member is responsible for behaving
selflessly in support of colleagues and ‘selfishly’ in support of themselves in
service of learning leads. A skilful facilitator is thorough in their obser-
vations of what the group discusses. Each individual is invited to converse
about specific situations and asked for reflections, empathy and challenges.

Action learning offers an opportunity for individuals to exercise
ruthless challenge and considered support, based on careful analysis,
experience and personal intuition. The individual is left with a systema-
tic inquiry into the situation, into themselves and from a variety of
external perspectives. The rest of the group has not only developed
their own coaching, analytical and intuitive skills; they have also gained
useful insight into the individual’s issue and learning process.

Action learning encourages respect and appreciation between
group members and can be instrumental to enabling learning about
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difference and diversity. David Casey, another respected pioneer of
action learning, wrote, ‘the ambience of an action learning set must be
an accepting, supporting cradle of love’ (1987: 31). An important
premise on which action learning is based is that the individual is
central to group learning. The group is founded on the critical defini-
tion of the relationship between each member and the rest of the
group. The quality of this relationship is crucial to the effectiveness of
the learning process. Ideally, this is a learning community that supports
and challenges individual perceptions and ensures that each individual
is able to reveal personal challenges and start their learning processes on
the right foot. The group is driven by an agreed purpose and there are
therefore ample possibilities for group constellations, from a group of
chief executives from different organizations to a more diverse group of
individuals of all levels within an organization.

The Learning Community

Learning will take place in any organization if the environment is
conducive. Today’s working environment shows a trend towards ‘hot-
desking’ or ‘open-plan offices’. Traditional office layouts offer environ-
ments where individual offices are partitioned. The mid-1980s intro-
duced cubicles that provided some personal space and quiet for most
employees and enclosed offices with glass walls for senior people. A
new trend initiated by the need to cut costs and optimize space offers
desks with docking stations for connecting laptops and individual of-
fices are exclusive to more senior management. The newest extreme is
the completely open-plan office with no enclosed offices, except for a
few designated meeting rooms. This environment is noisy, chaotic and
dynamic and eliminates personal space, privacy and silence.

A parallel can be drawn between the evolution from compart-
mentalized work environments to more open ones and the progression
from Tayloristic styles of management to the more humanistic styles
that influence management today. Open environments promote com-
munication and the development of relationships and increase many-
fold the possibilities for interconnectivity between individuals in the
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organization as well as a sense of community. The potential for conver-
sations 1s huge and offers infinite opportunities for an organization’s
learning as a community.

Organizations can optimize such informal systems by designing
and implementing infrastructures that support community learning.
This involves creating opportunities where individuals are invited to
contribute their own perspectives and this is shared among a ‘com-
munity’ that then disperses these contributions to the whole of the
organization. The combination between demonstrated individual ac-
countability and organizational commitment to growing a safe and
inviting environment offers space for individuals to share their unique
learning and allows others to learn from this, enabling the organization
to learn as a whole.

The Global Learning Community

A true global learning organization requires more than merely formal
mechanisms supported by an informal culture. Organizations must take a
strategic initiative on global learning. To start with, learning must lead
from the global level and then feed into national levels to ensure that
diversity is inherent. Global and complex teams should be held account-
able for the most difficult tasks so that working cross-culturally is experi-
enced and learned. For this to happen, recruitment should focus on
creating diversity within each local entity or nation as well as across
countries or offices. Diversity should not just be based on nationality; it
must consider many more dimensions of age, sex, race, language and
culture. The organization will in this way develop its organic complexity
in order to learn to deal with the external complexity it faces.

For an organization to take these bold steps, taking risks such as
promoting individuals too soon and hiring people who would nor-
mally not fit the corporate mould must be common practice. This will
also require organizations to think differently about how the individ-
uals within them relate to each other. Methods will have to be designed
and implemented to help them work together. Because of the likely
abundance of different languages, backgrounds and experiences,
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communication and standard practices will be not be as organizations
might expect. This will require educating individuals and organizations
alike about difterences rather than similarities between them. Such a
scenario will force individuals to value and respect childhood and early
moments of learning, cultural heritage and linguistic differences. Learn-
ing will have to be based less on facts and more on metaphors to allow
unfamiliar perspectives to be communicated between cultures. To
complement this, illustrative tools such as story telling will overtake
best practice, enabling individual voices to disseminate learning. This is
a future where today’s mainstream or status quo will cease to exist.
Diversity and difference will be the drivers for learning and not the
barriers.

CONCLUSION

This chapter is about organizational learning in a global environment.
It presents the growing importance of learning in a modern organiza-
tion to ensure that:

B the organization achieves its business objectives, and
B the organization improves responsiveness to the complexity and
uncertainty that globalization continually introduces.

Organizations are aware that they need to achieve these objec-
tives, but in doing so they face a major dilemma. In order to match the
organization’s learning to its business objectives, the organization must
define individual learning needs, on the other hand, in order to be
responsive it must use its individuals as a gauge of change and therefore
must let them drive the learning for the organization. Defining their
learning and allowing them to drive their own learning are in direct
conflict.

By identifying this generic learning dilemma, organizations are
able to surface some of the implicit assumptions that inform the ap-
proaches that are currently in place to ensure organizational learning.
This chapter provides the reader with an opportunity to challenge
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some of these assumptions and encourages them to surface and examine
their own.

During this process, one assumption was fundamentally chal-
lenged: that defining an individual’s learning needs and the tools re-
quired to meet them is the only way to ensure that business objectives
can be delivered. The challenge to this was that the act of defining an
individual’s learning needs violates the crucial first step in any learning
process, to admit not knowing something and/or to admit that an
assumption might be invalid. Robbing an individual of the choice of
admitting this is robbing them of learning altogether. The lack of
conditions for true learning in today’s global environment where dom-
inant cultures exist can perpetuate inhibitions that stifle shared learning.
This dynamic eradicates the possibility of global organizational
learning.

This third dilemma exposed the conflict between an individual’s
desire to take risks for the sake of learning in order to make meaningftul
contributions and their tendency to shy away from situations where
they are likely to make a mistake out of fear of failure. To avoid failure,
individuals often cover up what they do not know and on which they
are expected to have an opinion. The downfall occurs when the as-
sumptions that underlie the opinion are fundamentally flawed and
remain unsurfaced. There is no room for learning. The opportunity
that this chapter offers is that globalization and hence multicultural
environments are ideal for learning, because the concept of failure
between cultures does not exist. Diversity also nullifies hierarchy, en-
abling empowerment of individuals at any level.

This chapter then presents a few approaches that are used exten-
sively, but invites the reader to enrich these enablers with their experi-
ence of learning in their own organization. Together with a solid
understanding and appreciation of accountability, one can use the fun-
damental challenges and suggested approaches proposed in this chapter
as a catalyst for learning in any environment. Finally, the chapter is
based on the belief that whichever constellations of approaches are

called on, the informal and natural diversity that global organizations
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breed will complement the journey to becoming a rich and powerful
global learning community.

You may be asking, did the person in the story finally learn to play
pool? She did, in exchange for a few lessons of salsa dancing!
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BUILDING A GLOBAL
E-LEARNING ENVIRONMENT

lobalization demands the breaching of time and space lim-
itations. Information technology is a key component of the trans-
formation to a global business environment. It challenges our modes of
operation. Not surprisingly, education and training, along with all
elements of the global organization, are undergoing a major trans-
formation. The last five years have seen significant growth in the delivery
of training and development through corporate intranets, learning
centres, and corporate and virtual universities, often referred to now as
‘e-learning’. For example, the learning needs of Xerox’s 19 000-strong
European workforce, which includes people from 35 countries speaking
15 different languages, are met through a virtual university dubbed the
Xerox Virtual Learning Environment. Xerox Europe’s plan has been to
move away from its 1998 ratio of approximately 88 per cent of training
and development being delivered through classroom-based learning and
12 per cent through e-learning/distance learning to a 50/50 ratio
by the end of 2001. The demand for alternative delivery methods for
training and development is growing fast. According to recent re-
search from IDC (McGovern, 2001), while e-learning is becoming well
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established in the US, the European market for e-learning products will
also grow to $4 billion by 2004 at an annual growth rate of 96 per cent.

E-learning can be of particular benefit to the large multinational.
It has the potential to train an entire workforce across the globe
simultaneously, for example on the introduction of a new product or
innovation, with immediate results. The notion that learning must
occur 1n a single place at a single time no longer holds true. However,
while creating many opportunities at the same time, e-learning presents
many challenges. HR and training managers must now craft learning
strategies on a global rather than a regional scale, which presents issues
in terms of the suitability of learning materials for a culturally diverse
audience.

Ashridge itself has experience of these challenges. Our clients are
demanding more flexible ways of working with us in the delivery of
management development. Over the last five years, but particularly
from 1999 onwards, the marketplace for business and management
education has become more global and the nature of the programmes is
changing. The pressures of the new economy mean that managers are
no longer able to spend weeks away from the office developing their
leadership and management capabilities. This fact, coupled with Ash-
ridge’s increasingly international client base, has meant that more of
our management development programmes are now being delivered
with a modular approach. As a result, we are constantly developing our
learning technology capability to support managers in their personal
development. The most notable example was the launch in 1999 of the
Virtual Learning Resource Centre (see Figure 6.1), which provides
‘just-in-time’ access to a range of management development materials
and research tools through the World Wide Web. As well as support-
ing our programmes, the Virtual Learning Resource Centre is used by
over 60 organizations, many of them global, as part of their corporate
universities or other e-learning initiatives.

The 1990s saw the rise of the ‘learning organization’, a term that is
now less frequently used and has instead been replaced with a new tidal
wave of literature about the ‘knowledge company’. The ability to
leverage ‘intellectual capital’ is now seen as a key differentiator for
successful companies. Ashridge has always believed in the importance
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Figure 6.1 The Ashridge Virtual Learning Resource Centre.

of linking ‘information’ and ‘learning’ and through our learning resource
centre we have always tried to create that vital connection. For example,
course participants learn about strategic frameworks and this is made
more effective by their using live information on their own companies
and competitors to apply to those frameworks. We also have a strong
belief in personal development and continuous learning. These themes
are key to the development of global learning environments. Successful
organizations of the future will be those that have made that crucial link
between knowledge sharing and continuous learning on a global scale.

This chapter will explore some of the benefits, but also some of
the potential pitfalls, in developing global learning environments.
Using recent Ashridge research, we will explore the extent to which
e-learning can or should replace more traditional forms of face-to-face
classroom programmes. We will also look at the implications for the
learner of introducing ‘anytime, anywhere’ or ‘just-in-time’ learning.
For example, does it put pressure on them to learn in their own time?
Are organizations taking the trouble to understand the needs of the
learner and considering the cross-cultural issues that exist when trying
to make learning a global phenomenon?

As we have already said, the demand for e-learning is growing
rapidly. This has led to an extremely complex and fragmented
marketplace, with many new players emerging alongside well-
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established ones. The chapter also explores the relationship between the
traditional seats of learning and the new breed of corporate universities.
Throughout the chapter we shall draw on Ashridge’s experience to date,
refer to best-practice examples and provide some practical guidelines for
those attempting to develop their own global e-learning environment.

WHAT IS A GLOBAL E-LEARNING
ENVIRONMENT?

One of the main reasons we can now talk about ‘global’ learning
environments has to be because of the enormous advancements in
technology, predominantly the Internet revolution. The World Wide
Web has opened up many possibilities for virtual collaboration, the
sharing of knowledge and learning.

The term ‘e-learning’ has become prevalent in the last two or
three years and there is often confusion about its actual meaning and
how it differs from other terminology that has been in existence for
much longer. The glossary in Table 6.1 helps to explain some of this.

So how does e-learning differ from the above definitions? True
e-learning makes use of Internet technologies to bring together know-
ledge, learning tools and interaction through the same interface. Inter-
action with an expert or fellow learner provides a more engaging
learning experience. This is where the real power of e-learning lies. The
Aberdeen Group use the following definition of e-learning:

A knowledge, information infrastructure that leverages the power of the internet
to provide timely, eftective training and education in an increasingly fast-paced
and rapidly changing world. (1999: 2)

Let us now consider what makes up a learning environment. If we
think of the elements that constitute a traditional learning environ-
ment, such as a college, university or business school, we can perhaps
think of certain common aspects associated with them all:

B Availability of knowledge experts, e.g. faculty.
B Provision of learning resources, library facilities.
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Table 6.1 Glossary

Term Definition
Distance learning or distributed Any form of learning that is done away from
learning the place of study, i.e. at home, at work. It

may involve using paper-based, video or
computer materials or the Internet. It involves
two-way communication with tutors and
other course participants

Just-in-time learning Learning that occurs from dipping into pieces
of information or interactive learning from
self-guided tutorials or databases. It allows
people to solve problems and perform specific
tasks when they crop up. Most often applied
to learning in the workplace and made possible
by e-learning

Technology-based training (TBT) Any training where technology is being used
to transfer knowledge and learning, such as
CD-Rom, computers, audio tapes, video tapes
etc.

Computer-based training (CBT) Training packages that make use of computers
and computer networks. Typically of a linear
nature with assessments prior and post course.
Often few graphics or other media
incorporated into these packages

Multimedia training Training packages that use sound, video and
rich graphics

Knowledge management Exploiting existing knowledge within the
organization and in the process creating new
knowledge. It involves connecting people to
people, expertise and vital information

Web-based training WBT is essentially computer-based training
that is only available through the use of
Internet technologies. These include the
Internet, intranets and extranets (part of an
internal website that is made available
externally via the Internet to select users).
Often used interchangeably with e-learning
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Opportunities to practise skills through teamwork/simulations/
role play.

Provision of personal coach or mentor for one-to-one feedback.
Assessment of prior knowledge/skills/personality attributes.
Testing or examination of skills and knowledge.

Opportunities for socializing and networking.

Face-to-face classroom-based teaching.

For the purposes of this chapter, an e-learning environment implies the

use of Web technologies to re-create some, if not all, of these elements.

For example:

‘Anytime’ tools (also termed asynchronous tools)

Facilitated discussion areas, e.g. people can post up items for
discussion that remain there for everyone to see and reply to in
their own time. Items are arranged by topic area.

Interactive Web-based courseware/pre-course tests/post-course
assessments/pre-recorded Web-casts.

Web-based libraries, including databases of full text resources/
knowledge bases.

E-mail links to experts, e.g. tutors or in-company experts, where
questions are posed and the expert replies within a set period of
time but not necessarily instantly.

‘Sametime’ tools (also termed synchronous tools)

Real-time chat rooms — several people are logged on simul-
taneously and can e-mail messages and replies to each other.
Virtual classrooms — the activities in a classroom are viewed live
by participants in other locations who can participate in the class
by e-mailing questions to the tutor.

Video conferencing — either using the PC (one-to-one coaching
or feedback) or full-scale video-conferencing equipment (for
meetings and team collaboration).
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B Live Web broadcasts or Web conferencing — real-time video and
audio delivered to desktops.

B Web-based simulations — virtual teams use collaborative real-
time tools to practise live situations.

What difterentiates e-learning, if done properly, from what has gone
before is that it creates a true environment for learning by providing
linkage with knowledge bases and experts. There are many forces
driving the integration of knowledge management and e-learning, as
illustrated in Figure 6.2.

The global organization

Increased
global
competition

Learning linked
to business
objectives

The e-
economy

Skills need Global

updgting e-learning Knowledge
rapidly environment management Leveraging
intellectual
capital gives a
competitive
edge

Small ‘byte’
sized
learning

Figure 6.2 Forces for creating a global e-learning environment.

Clark Aldrich from the Gartner Group (Berry, 2000) points out
that knowledge management and e-learning are essentially about
knowledge acquisition. The process of knowledge acquisition in the
knowledge management context is not so very much difterent from
knowledge acquisition through self-paced learning. He points out that
they can both encourage information sharing. Aldrich therefore be-
lieves that in the future e-learning will become a subset of knowledge
management or vice versa. One could say that the extent to which an
organization can call itself a ‘knowledge-driven’ or ‘e-learning’

199



200 GLOBALIZATION: THE INTERNAL DYNAMIC

company depends not just on the existence of e-learning and know-
ledge management strategies, but on the extent to which they are
integrated.

While technology has ‘enabled’ this integration and the new ways
of working and learning associated with it, it is important to remind
ourselves that technology alone will not create a ‘knowledge-driven’
organization. Implementing e-learning and knowledge management
initiatives often requires a huge shift in organizational culture. This can
only be done with buy-in from above and champions who will drive
the ideas forward. Further on in this chapter we look at some of these
issues in more detail.

WHY DEVELOP A GLOBAL E-LEARNING
ENVIRONMENT?

Internet technology is the key to a revolution in learning. Any eftective
e-learning strategy must be more than the mere sum of the content and
technology. Although it should recognize that there are still a place and
a role for some traditional classroom instruction, the crucial element to
this revolution is that learning is continuous and should be available to
anyone, anywhere and at any time. This global approach takes us out of
the classroom and into the home, office, hotel or airport. The emphasis
is now on performance rather than training. E-learning enables one to
move from training to disseminating real-time information that sup-
ports performance. The knowledge may be through a third-party sup-
plier or reside anywhere on your globally networked architecture.
Employees now want to learn when it suits them, not necessarily
fitting in with the training provider’s schedules and deadlines. Some will
want accelerated learning, others need more time than is usual on a
formal instructed course. Learning materials and resources are produced
electronically online and continually updated, rather than the far more
laborious process involved with paper or compact disc products.
E-learning is not just about using the new technologies for learn-
ing but is a completely new way of thinking about learning. It is also
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inextricably connected to knowledge management, as discussed above.
One could argue that online learning and knowledge management are
the two sides of the e-learning coin. Heads I learn, tails I get informa-
tion. E-learning will not always be totally appropriate, however, and to
get a complete learning architecture one should link it to classroom
training. This should create a cultural glue. We will look at what kind
of learning is best delivered through e-learning in the next section.

E-learning Benefits

Table 6.2 E-learning benefits

1. E-learning gives one the opportunity to provide a standard message to a large
number of widely geographically dispersed people. This can also be customized to
account for cultural difference

2. E-learning saves time and money, especially on travel and accommodation.
Although there are development costs, these can be quickly recovered

3. Learning becomes more accessible. It’s all about ‘just-in-time’ learning that makes
for global learning. It is not location specific and can be used at any time

4. The material is constantly updated. It can be instantly updated and distributed.
The content therefore stays fresh and relevant

5. With a learning management system (LMS) one can get data centrally on users or
learners

6. It uses Web and browser technology with which most people are already familiar

7. It can be linked with discussion forums and chat rooms that enable people to share
knowledge and learning

8. Many organizations have turned to e-learning in order to get global reach. They
need to ensure that there is a consistent level of knowledge globally to deliver
customers’ needs. This often has to cross boundaries when catering for
multinational clients. Here there are global plans but local execution

E-learning Problems

There are problems if the right approach is not taken. It can be thought
of as a cheap alternative, often with no human interaction included.
Motivating the learner in this scenario is difficult; this is covered in the
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following section on the experience for the learner. There have been
many claims around the area of return on investment (R OI), especially
in the US, but often these do not appear to be comparing like with like
in the final equation. Merely giving thousands of employees access to a
number of programmes via the Web is in no way comparable to
classroom or other training initiatives. Online MBAs with individual
tutorial support costs are some of the most expensive programmes in
the world.
A quote from recent Ashridge research illustrates this well:

For Duke, the online MBA is more expensive than its traditional offering. Partly
through technology costs but also through the higher individual tutorial support
costs. If a professor is e-mailed then a response is expected. Out to lunch is not
an option! (Kernan, 1999: 5)

As we have already stated, e-learning requires a strategy that is more
than technology or content. It needs to include leadership support and
a learning environment and to be ongoing. Often this means that it
needs to become part of a change management process and to be
constantly tested against the mission and vision of the business. So we
can see that merely putting content on an intranet does not ensure
success. We will look in the final section at other issues around making
global e-learning a success.

Benefits and Disadvantages of E-learning: Ashridge
Research Results

Ashridge research (Wildsmith, 2001) showed that the overwhelming
advantages of e-learning listed by managers were that they could work
at their own pace, learn when it was convenient for them and do this
anywhere. The pace seemed crucial to many of them and was often
linked to not being disturbed or interrupted at work.

Other advantages listed included the ability to go back over key
learning points, avoiding and gaining time on travelling and in a few
cases that it was a cheaper training option. A typical response was, ‘It
needs proper skilled design and delivery. When that is present, I believe
there will be few areas which don’t find themselves suited.’
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By far the main disadvantage of e-learning given by respondents
was around the theme of no human interaction. They missed a me-to-
me relationship, and personal communication and bemoaned the lack
of the ability to discuss and play with ideas. For a significant number
the process was boring and dull and often too slow. Another area of
discontent was the lack of immediate help, although this does not have
to be a drawback for all e-learning.

GLOBAL E-LEARNING - HOW DO YOU CREATE
THE BEST EXPERIENCE FOR THE LEARNER?

There are plenty of sceptics around who believe that e-learning is ‘train-
ing on the cheap’ and can never replace the richness of the face-to-face
classroom model of learning. Some would say that too much emphasis is
placed on the return on investment (ROI) that can be achieved by
implementing global e-learning environments and tales of savings that
can be made on travel expenses and so on. Calculating ROI is a par-
ticularly popular topic in the corporate university sector in the US. The
danger with this is that the needs of the learner can be neglected and
there may be resistance among employees to using e-learning.
Arguably, however, if it is well designed and used for the appro-
priate purpose, e-learning can provide as positive a learning experience
as classroom instruction, with the added advantage of the ‘any time,
anywhere’ aspect. As its name suggests, e-learning puts the emphasis on
learning rather than training and is learner led rather than tutor led,
allowing the learner to pick and choose the learning appropriate to
them at a particular point in time. Nevertheless, in the rush to jump on
the e-learning bandwagon, have organizations really stopped to think
about what is best for the learner? There are four main issues here:

B What material is best suited to e-learning?

B Technology should enable and enhance, not dictate, the learning
experience.

B How can the needs of the global audience be addressed?

B When, where and how are learners expected to learn?
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What Material Is Best Suited to E-learning?

Gaining the motivation of the learner is vital if e-learning is to be
successful. Given the choice of attending a two-day presentation skills
course off site in a hotel or logging onto the PC in the learning centre
to complete an online course, I'm sure we can all imagine which would
be the most popular option!

Many organizations have made the mistake of believing that
e-learning will be the solution to all training and development needs.
This is clearly not the case. The new medium clearly has its drawbacks,
for example the lack of human interaction means that you can lose the
non-verbal reactions of others, which is critical for soft skills develop-
ment. It should therefore be viewed as another tool in the tool-kit.
Some activities are still best done in the classroom, so organizations
should aim for a ‘blended’ approach.

That said, how do we know what is most appropriately delivered
through e-learning to give the best options to the learner? Results from
a recent survey of middle and senior managers carried out by Ashridge
(Wildsmith, 2001) ranked the following areas as being most suited to
e-learning:

PC/IT software skills.

Knowledge areas/sharing of knowledge.

Transfer of facts, figures and processes.

Foreign language skills.

Financial and accountancy training.
Internet/e-business/e-commerce — new/fast-moving subjects.

N s L=

Theoretical textbook-based knowledge transfer.

This ranking is borne out by the huge availability of e-learning in I'T-
related areas. Management development content, in particular the
area of soft skills, has until relatively recently been absent. Acquiring
these skills largely depends on practising through role play and inter-
action, which arguably is best done in the classroom. However, there
seems an increasing consensus among training and development man-
agers that most management theory and frameworks lend themselves
to self-paced e-learning. An experiment carried out by Youngme
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Moon of Harvard Business School on a group of managers from IBM
(Lewis and Orton, 2000) revealed that managers reported a prefer-
ence for classroom learning over e-learning. However, when Moon
conducted post-programme interviews for specific reactions to the
elements of an experimental e-learning course, she found that most
said they preferred learning the informational material online from
their home or office rather than in a classroom setting. Conversely,
the managers preferred learning the behavioural skills material in a
classroom environment.

Breakthrough solutions transforming the IBM Culture:
Company adopts IBM Management Development
blended e-learning model

From its inception, IBM Management Development (MD) has
taught leadership and management in nearly every business and
economic cycle. Its knowledge base derives from the greatest
experts in business, and from its own experience in managing one
of the most dynamic companies in the world. Its programs are
designed and taught by successful managers with firsthand, first-
rate knowledge of their field, and an ability to impart their in-
sights in meaningful and compelling ways.

To promote effective training and development, IBM MD
uses designs that link active learning with the business environ-
ment. One such design, which became fully developed and de-
ployed throughout 2000, is its industry-acclaimed ‘blended’
e-learning model. In 2000, IBM MD took the lead within IBM
to develop a model of leadership development that incorporates
four distinct instructional approaches (tiers) to provide an array of
technology-enhanced learning to support the standard classroom
intervention. IBM managers now use this 4-tier e-business learn-
ing approach to master skills and behaviors that grow them as
outstanding managers and leaders.

In 2000, IBM Learning Services adopted the IBM MD
model, and other company divisions followed, such that
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enterprise learning initiatives now build core competencies via
the IBM MD design: a web-based learning infrastructure, virtual
collaborative tools, and interactive online simulators to augment
face-to-face classroom instruction.

IBM MD’s blended 4-tier leadership-development approach
provides IBM managers worldwide an integrated process avail-
able 24/7, directly from their desktops or ThinkPads.

Tier 1. Information and just-in-time online performance
support. These online resources primarily address an ongoing, im-
mediate management concern. The manager with an existing prob-
lem accesses the relevant topic either via an index or the keyword
search engine, and brings the material directly to desk top for online
reading, printing to hard copy, or mailing to an e-mail account. Best
thinking on over 50 leadership and people-management topics of
concern to our managers are available, including ManageMentor
provided by Harvard Business School Publishing. Tools — printable
worksheets and checklists — are also available for specific action
issues. Links to important external web sites are also highlighted.
Because IBM teams globally, managers need to have access to pol-
icies and practices in different countries. Tier 1 offerings allow man-
agers quick and easy access to all global HR material.

Tier 2. Interactive online learning. Managers further enhance
their knowledge and personal development beyond the awareness
level by engaging in immersive simulations of the issues presented
in Tier 1. The online Coaching Simulation alone comprises 8
different scenarios, with over 5000 screens of actions, decisions
points, and branching results. Twenty-six other simulations cover
other Human Resources topics such as Business Conduct
Guidelines, Multicultural Issues, Work-Life Issues, Retention,
and Personal Business Commitments. Going Global, IBM MD’s
award-winning web site on multicultural business, features over
300 interactive Cultural Clashes. A generic version of MD’s ‘4
Tier e-Learning Model’ is currently under patent and

trademark nomination for IBM.
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Tier 3. Online collaboration. Brings e-learners together
through technology. Through IBM products such as Team-
Room, CustomerRoom and Lotus LearningSpace, managers
team with other managers in virtual groupware spaces. Here they
learn collaborative skills, and create and build real-life learning
networks to enhance our company’s own intellectual capital.
Collaborative spaces using same-place, different-time communi-
cation enable a truly global learning environment, eliminating the
problems of time zones and travel. This part of the learning
process introduces the give and take of human dynamics — and
uses the benefits of technology to transcend time and space. Man-
agement Development supports virtual teams with materials and
consulting to maximize business results and learning at the same
time.

Tier 4. Classroom ‘Learning Labs’. For developing people
skills, face-to-face human interaction is arguably the most power-
tul of learning interventions. Classroom activities provide imme-
diate responses, are flexible to human needs, and can adapt as
needed to different learners’ styles. For leadership development,
nothing quite duplicates face-to-face learning. In addition, a
classroom of peer learners can provide added motivation, inspira-
tion, and a community environment further stimulating interest
and involvement. IBM continues to offer interactive classroom
experiences. The in-class experiences require the learner to mas-
ter the material contained in Tiers 1, 2, and 3 so that the precious
time spent in classroom Learning Labs can target deeper and
richer skills development.

Over the last two to three years Ashridge has begun to experiment
with different ways of delivering learning. For example, participants on
the Strategy and Leadership programme now have the opportunity to
familiarize themselves with many of the common strategic tools by
using an interactive learning package on strategic awareness, before
attending the taught element of the programme. This allows more time
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for the application of real company issues in the classroom. They can
also continue discussing issues related to the programme between mod-
ules using the discussion areas on the Ashridge extranet.

The practical realities of today’s business environment are, rightly
or wrongly, helping the push towards developing e-learning content
not just in management theory but also in a variety of soft skills.

According to recent forecasts (McGovern, 2000) non-information
technology training, including soft skills, sales, marketing and leader-
ship, will grow almost to equal IT training, increasing from $222
million in 2001 to $1.8 billion in 2004. With this in mind, the second
issue, how we use the technology, is very important.

Technology Should Enable and Enhance, not
Dictate, the Learning Experience

According to Lewis and Orton (2000), many learners are put off
e-learning because they do not have a deep enough understanding to
make informed decisions about the relative value of a Web-based vs a
classroom learning experience. Arguably, however, it is more likely
that e-learning providers have not thought through the best way of
using the technology to enhance the learning, which has resulted in
bad experiences. We should be aware of how the technology can help
the learner, not try to deliver exactly the same as in the classroom.
Dobbs makes an interesting point:

Very few e-learning outfits want to take a big step beyond the status quo. . . . It’s

much safer to package some PowerPoint slides from an existing classroom ses-
sion and call the result a bold innovation. (2000: 86)

A global e-learning environment must provide the learner with more than
merely page after page of text to read. An appreciation of learning styles is
key to the development of e-learning as it is to any other form of learning
delivery. People learn in different ways. For example, those of us who are
what Kolb (Kolb, Rubin and Mclntyre, 1984) would describe as ‘active
experimenters’ will benefit from a high level of interaction and the ability
to try things out through simulations. The level of instructor involvement
here may be different to those of us who could be described as ‘abstract
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conceptualizers’, who like to derive their learning from concepts and build
models to explain events. Visual learners, auditory learners and kinaesthetic
learners can all be accommodated through the careful use of multimedia.
E-learning has the ability to be individually tailored. If well designed, it
should be able to help learners discover their preferred learning style and
then allow them to select materials that most suit them.

Table 6.3 offers some hints and tips on good use of the technology
for developing an e-learning environment. These can also be used as a
checklist when evaluating e-learning suppliers.

Table 6.3 Tips for using the technology wisely

1. Use attention-grabbing interfaces. Full colour, graphics, voice-overs and
animation. The use of pictures or short video can say a lot more than words
while holding the learner’s attention

2. Provide good navigation. If people can’t find vital information after a few clicks
they will give up. This is particularly important for just-in-time learning

3. Ask learners to enter data, prompt them with examples and reminders using
simulations, exercises and case studies

4. Ensure the technology is robust — a learner who experiences long download
times, choppy video or the necessity to download plug-ins will not be motivated

5. Decide on the specifications to ensure quality of design, e.g. maximum download
time, maximum size of graphics etc.

6. Ensure technology is flexible enough to survive the future, e.g. International
Data Corporation predicts that by 2004, while 600 million people will connect
to the Internet through PCs, some 1.4 billion will connect through cellphones
and other devices such as TV

7. Provide the learner with obvious links to expert/coach/tutor to allow them to
obtain feedback and prevent feelings of isolation

8. Ofter the opportunity to link to other resources, fellow learners and communities
of practice for knowledge sharing and best practice

9. Allow the learner to break oft and still have the ability to return to the place they
left

10. Develop learning in small learning objects or ‘learning bytes’ that can be mixed

and matched according to the needs of the learner

11. Pay attention to content. The differences in content require thoughtful decisions
regarding design and delivery platforms. Graphics or photography easily represent
cognitive concepts. These are especially conducive to technology-based
presentation. Abstract concepts such as exercising judgement, building trust and
resolving conflict are more difficult. These require written and spoken language
as well as interaction and reflection
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How Can the Needs of the Global Audience Be
Addressed?

The e-learning revolution began in the US and while it continues to
grow in Europe, the take-up in some countries has been slow. France
and Germany in particular have not embraced e-learning to the same
extent as the UK. One major reason for this could be obvious: lan-
guage. The vast majority of e-learning content is still in English. The
take-up of e-learning in European countries where English is widely
spoken, such as the Netherlands or Sweden, is higher than in those
where it is less prevalent. As well as language there are other cultural
considerations. According to Martin Delahoussaye (2001), generally
Europeans want more than linear learning and talking pictures, they
want cultural references they can relate to and connect with.

Ashridge experienced the reverse of this problem when trying to
introduce some learning modules to a US market. The fact that they
contained mostly UK and European case studies made them unsuitable for
this audience, as they felt they could not relate to the examples being
given. In order for organizations to adopt e-learning globally, the challenge
for those producing e-learning content is to get over the localization issue.
Although language is less of an issue at the management level, where
English is the common business language, when selecting e-learning
providers it is wise to see to what extent they have developed material
that is culturally acceptable and satisfies the whole of the organization.

When, Where and How Are Learners Expected to
Learn?

While e-learning gives us more flexibility in terms of where we learn
and the ability to deliver learning to the desktop, are we simply putting
pressure on people to learn in their own time at home? In a typical busy
open-plan office, how can learners concentrate on acquiring new
knowledge? Surely the pressure of everyday work and the constant fire
fighting will simply mean that learning is put to the bottom of the list
of priorities. In a telephone survey of 50 organizations in Europe
(Kernan, 1999) that are using e-learning, one respondent commented:
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Our experience is that in order to learn someone must be removed from their
desks . . . they need privacy above all . . . this is as true for a board member as for
a mechanic. (1999: 6)

It is certainly true that there has been a resurgence of new learning
centres within organizations to tackle this problem. British Aerospace
recently set up 39 networked learning centres as part of a huge
investment in e-learning. Giving employees somewhere to go to learn
quietly may provide more of an incentive.

However, as more and more organizations are supporting remote
working, e-learning most certainly benefits the learner who is on the
road or working at home. An important consideration for the global
organization is the issue of support. An infrastructure must be in place
to provide 24-hour support to accommodate different time zones.

Arguably, a true ‘knowledge-driven’ company has to trust and
empower its workers to organize their learning in such a way that it
helps them to achieve their work goals more eftectively, whether that
means learning at work, at home or while travelling.

THE RISE OF THE CORPORATE UNIVERSITY

Some see corporate universities as the future of education, learning and
training in the workplace. Others perceive them as a major threat to
traditional seats of learning. We at Ashridge believe that they are an
opportunity and are already working closely with several such univer-
sities or academies, such as Lloyds TSB, Xerox Europe and Volvo. This
view is not universally shared, however, and they have been called
‘corporate incest’ (Anderson, 2000).

A good working definition of a corporate university appears in a
DTI report: ‘an internal structure designed to improve individual and
business performance by ensuring that the learning knowledge of a
corporation is directly connected to its business strategy’ (Learning to
Live, Campaign for Learning, 2000: 7).

From this we see that learning becomes integrated with
information or, to use current jargon, e-learning meets knowledge
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management. The university would contain e-learning content, access
to competitor intelligence, internal best practice and expertise and
customer information. This is often housed and delivered by a com-
bination of intranets and learning resource centres and can be shared
with suppliers and customers. Some companies are now turning them
into profit centres and selling them on to other organizations.

Some benefits claimed by advocates of corporate universities include:

Faster adoption of new global strategies.

Faster adoption of new technologies.

Faster adoption of new practices.

Stronger sense of corporate values in the organization.
You can ‘cherry pick’ intellectual capital.

Virtual learning leaves time for one-to-one.

Training and development is easier to control and measure.
One can demonstrate return on investment (R OI).

It moves the agenda from training to learning.

It manages cultural diversity.

It has synergy with knowledge management in the organization.
It is rooted in corporate strategy, not in human resources.

It motivates and retains staff by offering lifelong learning.

There are certain issues that must be considered when setting up a
corporate university. The first is that if one is not careful, one will
finish up with a whole series of clones within the organization. Certain
consultancies appear to have gone through this process already. Many
organizations actually thrive on their slightly anarchic nature and too
much control and corporate culture brainwashing may well stifle inno-
vation and creativity. It is therefore essential that benchmarking is part
of the corporate university agenda.

In this model senior managers are often the educators within the
organization. Will they really replace tutors? There may well be com-
mitment, energy and enthusiasm at the outset, but how long will this
last? Partnerships with business schools will continue to develop. For a
corporate university to succeed it most certainly does need leadership
and commitment from the top as well as a culture of sharing values and
best practice.
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The main difference between the traditional training department
and a corporate university is the shift to performance-based learning.
This includes moving from a reactive to a proactive stance and from
enrolling on a programme to just-in-time learning. The learner be-
comes king or queen.

KEY SUCCESS FACTORS FOR GLOBAL
E-LEARNING ENVIRONMENTS

Now that we have looked at some of the issues surrounding e-learning,
the following are what we believe to be some of the key factors to
consider in order to make a success of building a global learning
environment.

Develop a Learning Culture, Giving Time for
Learning

Implementing e-learning must involve more than merely making the
tools and technology available to people. It requires a culture change in
the way people approach learning. A culture that encourages personal
development and where learners are responsible for their own learning
and development needs is vital to the success of any e-learning initia-
tive. Learners must be helped to understand their learning styles and
learning needs and introduced to new ways of learning. Technology
alone will not change behaviour. Learners must be actively encouraged
to learn at work and be given the time and space to do this wherever
they are in the world. Whether in airports while waiting for a flight,
hotels, learning centres or at the desktop, the opportunities must be
there. They must not be forced to do their learning at home. Learning
that is linked to business goals must be seen as strategically important
and have support from the highest level. In our experience, those
companies in the Ashridge consortium who had actively encouraged
employees to take responsibility for their own personal development
and supported them with a learning infrastructure have gained most
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benefit from access to the Virtual Learning Resource Centre and are in
fact its biggest users.

Treat Technology as a Strategic Consideration

One of the major inhibitors to the growth and success of e-learning has
been corporate bandwidth. Many organizations do not have sufficiently
good Internet connections or intranet servers to allow the transfer of
video, audio and complex graphics. Even within one organization, differ-
ent geographical regions may have different capabilities. Organizations
considering developing a global e-learning environment need to build
possible investment into the infrastructure as well as expenditure on the
e-learning materials themselves. Many believe it is impossible to overinvest
in connectivity. At Ashridge we have adopted a flexible approach that en-
ables organizations to use a combination of CD-Rom, Internet and intra-
net to access our materials according to their differing infrastructure needs.

Traditionally within large multinational companies it is likely that
multiple people in different regions or parts of the business will be
talking to a range of training and development providers about training
solutions, including e-learning. As different e-learning providers use
different technologies and these do not always talk to each other,
signing regional deals is no longer a viable option when introducing
e-learning into the global company. The organization needs to define
the platforms it will support across the company; in other words,
technology must be a strategic consideration.

We would also strongly recommend that HR and training depart-
ments involve their IT departments at an early stage in developing an
e-learning strategy. The powerful combination of their skills can help
to ensure success.

Don’t Forget the Importance of Marketing

Internal marketing is crucial to the success of any e-learning initiative. It
should not be viewed as a one-oft activity, when e-learning is first
launched, but as an ongoing exercise. At Ashridge we are particularly
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aware of the need to work with our customers in helping them market our
e-learning products throughout the organization. Our own experience has
been that the most successtul adopters of e-learning are those who have
integrated it into other training and development processes such as perfor-
mance development reviews, personal development plans and appraisals,
and where content has been linked to competency frameworks. The least
successful adopters are those organizations that have simply provided a link
from the corporate intranet to a range of interactive learning materials
without backing that up by linking it to the core business strategy.

There is a need continually to ‘drip feed’ the organization with
information on new features and benefits and to share success stories.
Branding e-learning initiatives through a corporate university is an
important way of raising awareness. Open days, presentations, bro-
chures and newsletters can also help to reinforce the brand. Organiza-
tions should plan the marketing of their e-learning initiatives in the
same way that they plan external marketing campaigns, because the
same rules apply to both.

Do Your Research When Choosing Suppliers and
Partners

Much of the intellectual capital, content and best practice needed for
your e-learning environment may well reside within your own organ-
ization. Working with an e-learning solutions provider to build and
design bespoke material may be an option for very specific content
relevant to your business or industry. However, some areas in which you
wish to develop your employees may be more generic, such as recog-
nized technical and IT training and in some cases management skills. In
this instance it may be more cost effective to use existing off-the-shelf
solutions from organizations specializing in this form of content. The
e-learning marketplace is very fragmented and still in its infancy. At
present no single supplier has more than a 2 per cent market share. It is
therefore essential to do extensive research on products and suppliers
before selection to ensure that they meet your needs. The checklist in
Table 6.4 provides some useful criteria to use to benchmark suppliers.
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Table 6.4 Checklist for evaluating e-learning providers

CONTENT: quality/level — does it suit
your audience? Will the case studies/
examples cross international borders?

BRAND: is it a well-established player
in the market? There will undoubtedly
be fallout in the marketplace over the
next few years. Will the supplier survive
this and still be around?

UPDATES: how often is the material
reviewed and updated? Are the updates
included in the price?

TRIAL PERIODS: does the supplier
provide free trials? This can be useful
and enable you to pilot the material on
a small group and gain feedback

PRICE: is it confusing? is it annual fee?
can you purchase global licences?

INDUSTRY STANDARDS: certain
industry standards are emerging in the
e-learning marketplace in areas such as
the exporting of data and the
categorization of content. These will
become more important in the next few
years. Does the supplier conform to
these?

FLEXIBILITY OF DELIVERY
PLATFORMS: e.g. intranet, Internet.
Can the supplier offer different options
and accommodate future changes?

CURRENT CUSTOMERS: ask for a
list. Are they similar organizations to
yours? Can they provide any
recommendations?

SUPPORT: is there any form of
technical or learner support? Is it 24-
hour support? Will they help with
marketing it internally?

LINKS TO COMPETENCIES: how
well does the material match with the
corporate competencies and business
goals?

EVALUATION OF USE: can the
supplier provide feedback on use or will
the material link with your in-company
learning management system?

LEARNING STYLES: to what extent
does the supplier appear to understand
the importance of the learning
experience? Is it catering for different
learning styles and building in
interaction and learning communities
rather than pages of text-based material?

William M. Mercer

William M. Mercer is a global consulting firm that helps organ-
izations use the power of their people to enhance business success.

We partner our clients in all aspects of strategic and oper-
ational human resource consulting and implementation. Our spe-
cial areas of emphasis include HR strategy, employee benefits,




A GLOBAL E-LEARNING ENVIRONMENT 217

compensation, communication and actuarial issues. We also ad-
vise on risk management and investment issues. With some
12 500-plus employees in more than 125 cities in 34 countries,
we can develop seamless business solutions and deliver them to
clients anywhere in the world. We have over 35000 clients

globally.

Intranet for Learning

Initially the advantage of using the intranet was seen merely as a
means of delivering training and development information more
effectively. Over the last three years, we have learned how to
capitalize on the technology and develop fully integrated learning
solutions.

In the UK a training and development intranet site was
established at an early stage. The website was used to replace
traditional training manuals. All training courses and services
available were listed and individuals could use this information in
the selection of learning opportunities and administration effici-
ency. Other general HR information such as internal vacancies
and sales of former company cars were included on the site to
arouse interest and increase traffic.

At the same time an open learning approach was developed
and 12 learning resource centres were set up in the UK. Each site
held a selection of computer-based training programmes, video
and audio tapes and books covering topics such as PC skills,
management skills and personal development.

Both the above initiatives were well received and, as our
skills in Web writing and design improved, we developed the
simple communication website into an integrated career develop-
ment programme. This was aimed at all individuals within the
organization, giving them the opportunity to develop in their
present or for future roles. The site provided the individual with
diagnosis of development needs linked to a broad range of learn-
ing solutions. These solutions included courses, coaching and
open learning. Financial approval and booking processes were

also included on the site.



218 GLOBALIZATION: THE INTERNAL DYNAMIC

Intranet for Intellectual Capital

Simultaneously to developing the intranet for learning, we were
also developing its use for knowledge management globally with
proprietary software to gather and disseminate knowledge. Know-
ledge management typically includes organizational processes,
technical knowledge, best practices and professional standards.

Integration

A major leap forward occurred when the intranet and intellectual
capital were brought together into a single brand called ‘Mer-
cerLink’. For the first time we had a user-friendly intranet inter-
face supported by a sophisticated knowledge management system.
Additionally MercerLink was a truly global system, with a central
global site and local geographical sites.

Globalization of Learning and Development

In response to demands from the business, human resources’ con-
tribution to globalization was the development of cross-
geography behavioural competencies and technical knowledge
(technical competencies). The competency framework provided
a company-wide approach to performance management and sup-
ported the ‘One Firm, Firm’ philosophy. This in turn drove the
need for global learning solutions. A global head of learning and
development was appointed and early initiatives included the
introduction of Knowledge Planet™, a proprietary product.
Knowledge Planet is a Web-based product that enables individ-
uals to plan their own short- and long-term learning strategies.

Features include:

B Online selection and booking of learning, e.g. courses,
computer-based training and books etc.

B ‘Click to run’ multimedia and Internet-based training.

B Records of learning undertaken.

B Enhanced collaboration with supervisor, mentor on indi-
vidual’s development throughout the year.

B Provision of accurate management information.
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Additionally a distance learning project team was briefed to re-
commend cost-effective and appropriate learning solutions on a
global level. These solutions would need to be sensitive to
cultural and language diversity. Members of the project team
were selected to represent the broad spread of the organization.

Outputs to date have included an inventory of distance
learning products worldwide, the introduction of access to the
Ashridge Virtual Learning Resource Centre across all geogra-
phies, the production of a distance learning website for sponsors
of learning and training practitioners to facilitate the introduction
of appropriate distance learning approaches.

Lessons Learned

B Ensure that supporting the company strategy takes prece-
dence over attractive new technologies.

B Involve internal communications at an early stage to assist
with branding, creative publishing and in-house
communication.

B Don’trely on using technology to encourage individuals to
visit an intranet site, consider other media such as
brochures.

B Give presentations at board meetings, management meet-
ings and any other meetings you can find to deliver the
message ‘face to face’.

B Design simple documentation to reduce form filling and
maximize managers’ control of time and money invested
in development activities.

B Involve people from the business continuously in the de-
sign and building of any programmes.

B [dentify and train local training representatives who can
explain to people ‘face to face’ how the site can be accessed
to start their own development.

B Put in place measurement processes to enable monitoring
of progress.

B Train in-house Web writers to produce intranet material
quickly and cheaply.
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B Keep checking with the business and make changes regu-
larly to ensure that the contents of the sites are relevant and
current.

Future Developments

B Continuation of the roll-out of the infrastructure to sup-
port ‘Knowledge Planet’ and distance learning to all
geographies, particularly Australia and Canada.

B Closer integration of learning, knowledge and information
to provide our consultants with the right knowledge, skills
and information, at the right time, in the right place, to
make a positive difference to the client relationship.

Source: Hesketh (2000)
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WORKING IN COMPLEX
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eams have been a feature of the organizational landscape since the
fashion for quality circles was adopted from the Japanese in the 1980s. In
1995, a survey indicated that 79 per cent of organizations considered that
teams would be vital to their success in the next ten years (Herriot and
Pemberton, 1995). So what has this got to do with globalization?

WHY TEAMS?

Many commentators believe that teams are particularly critical for or-
ganizations operating globally as they offer a unique way of building
global capability throughout the organization, while simultaneously
delivering the strategic priorities. The following quotes from leading
globalization experts illustrate the importance of teams in the global

environment:

B ‘Effective, efficient international teams are central to future
global competitiveness’ (Rhinesmith, 1996).
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B ‘International teams are the engines that pull companies forward
to success or failure in the global marketplace’ (O’Hara-
Devereux and Johansen, 1994).

B ‘The evidence is compelling that teams contribute to improved
organizational effectiveness’ (Appelbaum and Batt, 1994).

Yet despite the evidence that teams enable organizations to build global
capability, many companies are failing to capitalize on the promise of
higher performance offered by effective teams. Too few global organ-
izations actively manage the creation and maintenance of teams. Too
often the ineffective, ‘wait and see’ or ‘sink or swim’ approach to the
introduction of teams has been adopted, with disastrous human con-
sequences and business results.

One of the reasons for this lack of progress is that many managers
see teams in isolation, as something that can be created almost without
reference to the wider organization. This could not be further from the
truth. Teams are deeply embedded in their organizational context and
their effectiveness is significantly affected by this context. Teams are
microcosms of the wider organization and thus creating effective teams
touches on every aspect of the globalization model outlined earlier
(Figure 1.1).

Although most obviously situated in the ‘organization’ bubble —
teams are after all an organization design choice — alignment with the
other aspects of the model is critical for complex team effectiveness. As
will be discussed later in the chapter, team purpose needs to be aligned
with global strategic priorities (strategy); the performance manage-
ment, recognition and reward systems need to be aligned for all team
members across the world (processes); the nature and magnitude of
diversity among team members must be explicitly explored and team
working practices developed (culture); appropriate leadership must be
developed to suit the task and the diversity of the team members,
sometimes in contrast to the dominant style in the line functions of the
organization (leadership); and last but not least, if the organization
genuinely wants to build a sustainable global capability, it needs to
develop ways of running these teams throughout the organization
(learning).
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Another factor that hinders managers from creating eftective
teams 1s the nature of teams within global organizations. The increasing
complexities of commercial life in a global environment demand that
individuals from different backgrounds and different nations collaborate
in order to identify and resolve problems and take advantage of the
opportunities. As a global player, you cannot afford to ignore talent,
ideas or markets, just because you don’t personally understand them.
Building teams is one of the only ways organizations can sense new
trends and spot new opportunities, irrespective of where they occur in
the globe. This isn’t about being touchy-feely and nice to each other. It
is about spotting and exploiting opportunities before your competitors
do, anywhere on the planet. To make this happen, teams in global
organizations are therefore complex, and can be defined as:

A group of people who come from difterent nationalities, functions and loca-
tions and work interdependently towards a common goal. These complex teams
usually work apart across time zones for extended periods of time: they are
dispersed or virtual.

Establishing these complex teams provides a unique opportunity for
the organization to create a sustainable global capability, but it also
presents a range of challenges not faced by local co-located teams. This
chapter explores the actions that can be taken to enhance the perfor-
mance of these complex teams and ensure that likely pitfalls are
avoided. It draws on experience of working with complex teams in a
range of global organizations over the last decade and on ongoing
research into the factors that make these teams effective.

HOW TO CREATE SUCCESSFUL COMPLEX
TEAMS

Few organizations have been prepared to make the necessary invest-
ment to gain the potential benefits that complex teams offer. Many
organizations that have introduced complex teams have focused on the
performance of these teams in isolation, yet experience and research has
demonstrated that the organizational context into which international
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teams are introduced plays a key role in determining their effectiveness
(Ward, 1997). There are a number of preconditions for organizations
wanting to develop a diverse outlook and thereby be able to sustain
effective complex teams:

Valuing and widespread acceptance of cultural diversity.
Low levels of prejudice.
Positive mutual attitudes among cultural groups.

Sense of attachment to the larger system.

Creating this context is not a quick fix; it is a long-term commitment.
Organizations need to take a systemic view of operating globally
rather than simply creating complex teams in a vacuum and assuming
that everything else will remain unchanged. Introducing complex
teams brings into sharp focus the way an organization operates and
this can act as a catalyst for a fundamental review of these practices.
Complex teams are not a miracle solution for eftective global work-
ing, but used thoughtfully they can enhance organizational capability
to operate successfully across the globe. As with any organizational
design, they have their strengths and weaknesses, as illustrated in
Table 7.1.

Given these challenges, what should global organizations be doing
to ensure that their complex teams are successtul? Much has been
written about effective team processes in general and the first thing to
state is that most of these guidelines also apply to complex teams in
global organizations. It is now well established that any team will have a
greater chance of success if the team as a whole has:

A clear motivating goal.

A strong sense of commitment and urgency.
Interdependent work.

Competent team members with complementary skills.
Well-set ground rules and standards for good interaction.
Good interpersonal communication and relationships.
Culturally appropriate leadership.

Appropriately rewarded interim and final goals.

Control over its own resources.
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Table 7.1 Advantages and disadvantages of complex teams

Advantages of complex teams

Disadvantages of complex teams

Enables global strategies to be created
that are sensitive to local requirements

Enables the organization to benefit from
a diversity of perspectives that more
closely match the preferences of their
client base

Increases organizational learning about

the global market

More efficient use of resources — avoids
duplication of effort

High level of intrinsic rewards: learning
from different people and different parts
of the company, and developing
alternative methodologies for tackling
problems

Extends international development
opportunities beyond ‘traditional’
expatriate manager

Being ‘special’” can increase morale

Team leaders and members usually
increase their skills with communication
technology

Enables broader targets to be set that
will have an impact in many different
countries simultaneously

Individuals can feel torn between
loyalty to the team and to their local
manager

It can be difficult to reach consensus on
a way forward

Language and communication
difficulties mean that it can take longer
to reach an optimum level of
effectiveness

Remote working can feel very isolated
and demotivating and harm family life;
it is also easy to get distracted by local
issues

Potential for increased conflict due to
difterent opinions

Certain cultural habits, such as talking
about oneself, pointing, burping, and
certain types of food, can be offensive to
people from other cultures

These teams need high initial
investment in people, training and
technology to avoid very expensive
mistakes

Poorly supported complex teams can
‘burn out’ key members of staft and
reinforce national stereotypes

It is a challenge to create equitable
reward and evaluation processes

IN COMPLEX TEAMS 227
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B Effective boundary management — team and organization.
B External support and recognition.

While these ‘team basics’ may have very different interpretations in
different cultures, they are as important to international teams as they
are to national teams. Consequently, companies that have already in-
vested in creating good teamwork locally find it much easier to create
effective international teams.

However, implementing these team basics is not enough to en-
sure sustained success. Research and experience have illustrated that
there are six additional factors that have a marked impact on the perfor-
mance of complex teams in global organizations, as highlighted below:

B The nature and magnitude of diversity within the team (cultural
norms, commitment to these norms and cultural status).
Organizational context.

Geographical spread.

Ability to manage personal boundaries.

Different expectations of working practices, e.g. decision mak-
ing, conflict resolution, performance feedback.
B Language fluency.

These factors must be acknowledged and actively managed throughout
the life cycle of a team for that team to thrive. To help teams manage
these factors, a model can be used based on four simple phases in a
team’s life cycle, as illustrated in Figure 7.1.

For anyone who has worked with complex teams, this model will
intuitively be common sense. Whatever the composition and geogra-
phy of a team and whatever their task, there is a time before teams
interact: phase one. There is a time when the whole team first meets:
phase two. There is a period of continuing to work together to get the
task done: phase three; and a period of completing the task and passing
on the learning: phase four.

Feedback from team sponsors, leaders, members and facilitators
indicates that this four-stage model is easy to work with and can be
tailored to suit varied circumstances. The model is cumulative. That
is, the better each phase is managed, the more productive and less
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Factors that influence effectiveness:

e Nature and magnitude of diversity

(cultural norms, commitment & status)
Phase Four:

e Organizational context !
® Geographical spread m— _ Closing stage

® Managing personal boundaries Ret‘;::v;’ez':g.s hare
e Different expectations of working practices nd

® Language fluencies

Phase Three:
Mid phase

‘Work through
strategic moments’

Phase Two:
Phase one: First meetings
Start-up ‘Start slowly to

‘Know your sponsors end fast’

task and team’ Agree the ground
rules

Figure 7.1 Life cycle model of complex teams.

troublesome the next phase will be. Similarly, the more mistakes that
are made in each phase, the more likely your team is to fall apart.

BEST PRACTICES THROUGHOUT A TEAM’'S
LIFE CYCLE

Experience with teams in a range of organizations has demonstrated
that there are a number of best practices that can be utilized throughout
a team’s life cycle to minimize process losses and thereby maximize
performance. These are described fully below and illustrated in Figure
7.2.

Phase One: Start-up

This phase can be summed up as: ‘know your sponsors, task and team’.
The first useful step that team sponsors, leaders and relevant managers
who will be setting up the team can take is to agree its purpose.
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1. Develop and agree the purpose of the team

There needs to be clarity and consensus about why the team has been
established and what it is expected to achieve. In particular, how does
this team contribute to overall global strategic priorities and choices?
This happens best in one, or a series of, face-to-face meeting(s), but can
be done in a series of teleconferences, e-mails or in a groupware discus-
sion if necessary.

The team leader and sponsor(s) need to painstakingly clarify the
mission, purpose, agenda, accountability, time frame, resources avail-
able, organizational barriers and key stakeholders. The sponsor(s)
should lead this activity and ensure that all key stakeholders have the
opportunity to influence this discussion. Inclusion of all key players at
this stage facilitates rapid implementation.

Suppose that a new cross-regional team is being set up in an
organization that has otherwise worked very nationally. The relevant
country/line managers need to attend some of these design meetings, as
they are the ones who will need to work out their new relationship to
the team members, change the support systems and agree cross-
regional budgeting.

2. Select the team leader

The team sponsors and key stakeholders need to be very clear about the
challenge of leading complex teams and take care in selecting the best
team leader available. There are two aspects to this selection process.
First, they must be able to define the team leader’s role clearly. If
an organization does not understand and cannot articulate the content
of a particular role, it will have difficulty selecting someone for that
position if it becomes vacant, and it will not know how to develop the
individuals in the role to improve their performance. Agreed criteria
create an international standard against which managers anywhere in
the world can be identified, selected and promoted. This means that
companies can increasingly act as large pools of interchangeable talent
at senior levels. It also means that internal vacancies focus on objective
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criteria and potential, rather than a description of the person who just
left, e.g. ‘five years’ experience with toothbrush sales’.

One of the first issues to resolve is whether the complex team
leader needs in-depth technical knowledge of the subject or highly
developed leadership skills. The fact is that for most technical experts,
once an expert, always an expert first, even if they have been a director
of an important international research organization for over a decade. It
is very rare to meet a brilliant scientist or technical expert who has
either the desire or the in-born skill to lead a complex team. Yet much
of a complex team leader’s time will be taken managing external
boundaries, co-ordinating the workflow and the people, and accessing
necessary resources.

Where should the balance lie between leader and expert? There is
no single right answer. It has long been established that the answer to
‘Should a leader have at hand the answer to any question asked by their
employees?” will create very different statistical norms across different
cultures (Hofstede, 1980; Trompenaars, 1993). In Sweden and Amer-
ica the answer tends to be no. In Japan, Indonesia and Italy it tends to
be yes: ‘If you do not have knowledge, you will not gain our respect.’
This is related to differing preferences on two cultural dimensions:
power distance and ascription/achievement. These dimensions explore
how leaders gain status, respect and authority in the organization. The
challenges this poses are illustrated in the following example.

A global player in the automotive industry had a history of ap-
pointing technically brilliant engineers as leaders of their product
design and development teams. This was seen as an important
career development opportunity. When these teams were co-
located in one country and the team members were primarily
from similar technical backgrounds, this choice was not a
problem.

Yet to bring a new vehicle to the global marketplace re-
quires leadership of a complex array of players: many components
of the end product are now outsourced to third parties; sales,

marketing and brand managers have a close eye on the customer



WORKING IN COMPLEX TEAMS 233

specifications of their market; and environmental lobbyists want
cleaner and recyclable products, to name a few issues. To manage
this complexity effectively requires far more than technical bril-
liance and a cleverly designed car.

The challenge is how to ensure these teams have the appropri-
ate leadership without disenfranchising your key technical talent.

‘What can organizations do to resolve this dilemma? Wherever possible,
it is best to involve the people concerned. Do some of them have
willingness and potential to develop some of the other skills required?
Could technical experts work in partnership with highly skilled process
facilitators and coaches? Where it is not possible to involve the poten-
tial team members, then it should be clear that no one person can
sanely handle both the necessary technical depth and the co-ordination
of the team. If the team leader is the expert who will get deeply
involved in the technical discussions, then they need to assign the role
of managing the process to another person. If the team leader’s main
role is perceived as co-ordinating the process, then they will need
technical experts on the team. This concept of shared leadership is
critical for effective complex teams.

Having identified the criteria for an effective complex team
leader, the second step is usually to select individuals from the existing
workforce to take on the roles. Experience indicates that unless a well-
thought-through and interactive selection process is applied, the
leadership role will tend to go to the person perceived to have the most
power and influence in the existing organization and this can seriously
limit an organization’s ability to respond to global challenges.

Often, the person selected is the headquarters person in charge of
that issue, which again diminishes the contribution of significant num-
bers of potential team leaders in other parts of the organization. The
problem is that if you use selection processes based on the way national
line management has been selected and you limit your pool to the
hierarchical status quo, you may be narrowing your potential field of
talent. By challenging the existing selection norms, organizations often
uncover hidden talent. In summary, the issues to bear in mind are:
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B Challenge existing selection practices — are they appropriate?

B Be open minded about who can apply for complex team roles —
personal motivation is very important.

B Be creative and design the selection process to meet the needs of
the teams and the business.

B Be proactive — lack of a specific selection process will reinforce
current political power bases rather than get the right person for
the role.

3. Select the team members

Once the purpose of the team has been clarified and a leader has been
appointed, the next step is to establish the team membership. The
purpose of the team will determine the type of statting and the skills
needed. The strengths and weaknesses of the team leader may also
influence the choice of other key team members. For example, if the
team leader is a strong technical expert on the task, she may need to
ensure she has members of the team with strong process skills. Alter-
natively, if the team leader has been selected for his ability to facilitate
diverse teams, he may need a content expert among his colleagues.

The process by which the team members are selected will also
have a powerful influence on the subsequent dynamics of the team. As
with team leader selection, structured selection processes can overcome
organizational biases such as dominant cultures (geographical, func-
tional or professional) and gender biases, which can destroy team per-
formance. Again, the sponsors and team leader must be clear of the
balance between technical and process skills that is required to make
the team effective.

There is also the question of who should have the main say in
selecting team members. This should not be the role of the team
sponsor, although they sometimes try to have a strong influence. Often
it is only the team leaders who know who is, or has been, good on
someone else’s team and they want experienced people who are al-
ready very competent and available. On the other hand, line managers
may not want to lose their best people on long-term secondments or to
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manage the consequences of overloading their best people on part-time
assignments. They may want to use the team to create opportunities for
training up-and-coming staff. The role of the sponsor is to facilitate
resolution of these different perspectives.

Teams are a microcosm of the wider organization and will there-
fore reflect the underlying tensions present in the organization. These
tensions will begin to emerge as the team members are selected and the
sponsor(s) will need to resolve conflicts in the most culturally appropri-
ate manner.

Throughout this setting-up process, the team leader will be gain-
ing insights into the areas of similarity and difference between the team
members and the tensions or points of cohesion that are likely to occur.
For instance, if a young team leader has been selected on the basis of
having broad project skills, older, expert technicians may feel resentful.
This insider knowledge is vital. Without it, the team leader cannot start
to consider how to make these issues conscious within the team in
phase two of the team’s life cycle.

4. Plan the communication technology support

Once the geographical location of the team members is established,
the sponsors and the leader need to assess what communication tech-
nology will enhance the interaction of the team for the particular task
they have been set. An expert from the information technology or
services department usually needs to be involved, especially if the team
is dispersed and this is a new phenomenon for the organization.

This is not necessarily the time to introduce or design new tech-
nology. Instead, you should appraise what means of communication
currently exist within the organization, what is available on the market,
what the team can benefit from, how much it would cost, how long it
would take to introduce/train the team members and how much bud-
get is realistically available. Then select the method that allows all team
members to communicate as efficiently as possible. Don’t go for high
tech if it excludes any member of the team.
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5. Decide if you need an external facilitator — if you
do, contract with the sponsors and team to clarify
the boundaries of responsibility and the facilitator’s
role

All effective teams actively manage their process as well as the task on
which they are working. This process/task balance will require active
facilitation. So, as early as possible in the life cycle of a team, decide
what level of facilitation skills is needed for that particular team and
whether to use external or internal resources or to self-facilitate. The
key issues to consider when making these decisions are:

B Are the team members coming with conflicting agendas where a
neutral person would aid common agreement?

B Do the team leader and team members all need to be heavily
involved in the detail of the task? This will make it hard also to
attend to process.

B What is the level of experience and confidence of the team
leader in managing a team with the particular mix of experience
and backgrounds involved?

A facilitator’s role should not be to get teams out of trouble. It is to
develop teams’ capability to manage themselves from the beginning so
that they can progressively improve their performance throughout the
life cycle and creatively manage differences and stalemates when they
arise.

If facilitation and managing the processes of teams are very new to
the organization, there can be a strong sense of resistance. “We want to
have a go at this first without outside interference’ can be a typical
response from teams in these organizations. The sponsors then need to
decide whether they believe the team is capable of self-facilitating.
Sometimes it is a question of risk. Can the sponsor risk a team learning
on its own and making its own mistakes as it goes along? Or does the
team need to deliver critical outputs within a tight time constraint with
no room for learning from mistakes? What are the risks of ‘imposing’ a
facilitator vs letting the team go it alone? The experience of teams who
have tried to go it alone and discovered (often too late) that they
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needed external coaching is summed up best by this team leader’s
comment to their facilitator:
We used you as a paramedic, when it was a life and death situation and we

should have been using you as preventative medicine. We did not need to get
sick in the first place.

Whatever the sponsor(s) and team leader decide, this must be clearly
contracted with the facilitator and the team. An experienced facilitator
will acknowledge this tension at the beginning of the relationship with
the team and be able to establish quickly how to gain credibility to
enable them to begin to add value.

Expense should not be the primary consideration in deciding
whether to have a facilitator or not. Good facilitators will pay for
themselves many times over if the team would otherwise have diffi-
culties. Many teams have rejected a facilitator only to have to start
again when they have reached a stalemate. This invariably costs the
team and the organization far more than if a facilitator had been in-
volved all along. There is no fixed single role for a facilitator and the
most effective role will depend on the needs of the team. At least half of
a facilitator’s effectiveness depends on clearly defining the role that the
facilitator will play, prior to working with the team, and then con-
tinually reviewing this contract throughout the life cycle of the team.

6. Getting to know the team

Once the team members have agreed to participate on the team, it is
useful for the team leader to start getting them involved, prior to
meeting face to face. This can be done through interviews or sending
out a questionnaire to find out how much the team members already
understand about the task, their attitude towards, or historical interac-
tion with, each other and their level of commitment to the team. Some
leaders and facilitators find it useful to ask would-be team members to
fill in work style or team role questionnaires and to process these before
the team first meets. Simplicity and cultural relevance are the key to
any diagnostic tool. Teams can then employ the results of the question-
naires as a feedback tool to improve their own performance.
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This kind of preparatory work is especially useful in organizations
where there are high levels of cynicism or uncertainty. This could be
due to previous cost-cutting or retrenchment exercises, previous weak
management or because the organization is highly decentralized or
dispersed. Team members can unload any potential frustrations one on
one in advance, rather than bringing them, still burning, to the start-up
meetings. The team leader (and/or facilitator) can then plan in advance
how to acknowledge any outstanding issues relating to historical events
before moving on to create a positive feeling about how this team can
do things difterently. These up-front exercises also send the message
that each team member matters to the team as a whole.

7. Plan the first meetings

Team members, the leader and/or facilitator and key sponsors need to
go through the agenda for the first meetings. They need to establish
who will present what and check to see that any proposed team ex-
ercises or process activities will be culturally and organizationally relev-
ant and at the right level of experience.

They then need to collate and distribute any necessary documen-
tation and pre-reading and view and book the venue and the social and
culinary arrangements. While these administrative details might seem
less important, if they are done badly it can have a major impact on the
start-up of the team. For instance, the timing on the first day needs to
take jet lag into account. A Korean coming to Finland may well sleep
through presentations on the first evening if he arrived that morning,
which will be frustrating for the presenter and embarrassing for the new
team member.

Phase Two: First Meetings - Start Slowly to End
Fast, Agree the Ground Rules

Most teams in action-oriented cultures (e.g. American, British, Scan-
dinavian) have a tendency to jump straight to the task. While this
approach may appear in the short term to be very productive, in their
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The team takes time
to involve everyone from
the beginning

Performance on task

The ‘expert’ in their
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rushes into the task

>

Time

Figure 7.3  Start slowly to end fast.

rush to ‘do’ and be busy these teams often don’t ensure that everyone is
on board. The resulting conflicts and disagreements on what is to be
achieved and how, which usually surface at key milestones or prior to
implementation, mean at best that the team stalls, at worst it collapses.
Not only does this lead to non-delivery of the task, but it potentially
destroys staff s desire to work on these teams in the future, thus de-
stroying the organization’s ability to develop a global capability. The
alternative approach illustrated is to take time in the early phases to
work on task and process simultaneously. Although appearing to be less
productive initially from a task perspective, productivity speeds up
exponentially after the first phase of the life cycle, usually allowing the
team to deliver superior performance in financial and time terms, while
still having fun and learning (see Figure 7.3).

To illustrate this using a non-work example, if the task were climb-
ing a mountain, then no team in their right mind would set out
without carefully planning the route, allocating key responsibilities,
identifying the ways in which they were going to avoid major pitfalls
along the route and agreeing how they were going to communicate,
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especially if things started going wrong. For some reason, many people
think you do not have to have the same kind of preparation for tasks in
the corporate environment, despite these tasks often being as complex
and risky as our metaphorical mountain climb. The common miscon-
ception is that it will all fall into place as soon as the team starts its
journey. Often this is because everyone assumes that everyone else has
the same ideas of how they should proceed. However, if the founda-
tions aren’t laid in phase one, when the team members encounter the
first crevasse they flounder and start arguing about basic procedures that
should have been clear right from the start.

Bringing all the different expectations and understanding of pro-
cesses to the surface at the beginning of the life cycle and planning a
common working approach are essential for the success of teams.

8. Set the scene - jointly identify, prioritize and
agree the mission, purpose, objectives and key
success criteria

Companies create teams for a variety of reasons, but usually the tasks
they are required to complete cross a range of organizational bound-
aries. If team members have no sense or previous experience of the
wider organization, it can feel like groping in the dark for an answer. It
is critical that teams have a clear sense of the context within which they
are working. Managing boundaries effectively is a key characteristic of
successful teams. This context setting is the primary role of the team
sponsor(s).

Experience has illustrated that it is more effective to gain commit-
ment to a common direction for the team first, before exploring any
differences that exist in the wider organization. However, it is import-
ant to surface and acknowledge these differences as early as possible in a
team’s life cycle, otherwise unchannelled differences can destroy a
team’s ability to deliver successtully.

Once the purpose of the team, within the big picture, is clear,
then the team needs to identify what it wants to achieve, how it is
going to do this and what it should look like when the team gets there.
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When it comes to establishing how, the focus should be on accessing
different expectations about what constitutes effective team work, in-
cluding decision making, leadership, performance management, con-
flict resolution and so on.

9. Emphasize building relationships when face to
face

Evidence indicates that trust is best established at the same time in the
same place, i.e. when people are face to face. It is much harder across a
distance. Trust is built in different ways in different cultures. For ex-
ample, aspiring American presidents usually start poking fun at them-
selves and deriding their weaknesses in the last stages of a run-up
campaign. In Hong Kong they would never get elected. For some
cultures, the idea of establishing trust after only a few meeting is mean-
ingless. Some Germans, for example, will wait to see the steadiness and
quality of the work before trusting their colleagues.

In general, the following activities are best done when working
face to face:

B Agree the overall vision, common goals and interim targets.

B Work through and integrate personal agendas.

B Lay the ground rules within which working trust and working
relationships can be developed.

B Form personal aspects of trust, appreciation and understanding of
different communication preferences.

B Work through difficulties, conflicts of interest and interpersonal
problems.

Argue through differing viewpoints and make important deci-
sions, especially on value-laden, complex, non-technical issues.
Evaluate and review overall progress.

Jointly undergo some training.

Introduce a new person or aspect of the work.

If necessary, change values, policies and targets.

Agree the patterns and styles of communication at a distance.

Celebrate successes.



242 GLOBALIZATION: THE INTERNAL DYNAMIC

10. Consciously explore the similarities and
differences and resulting strengths and weaknesses
of the team — develop agreed working practices or
ground rules

This is perhaps the most important process of all in complex teams, an
in-depth understanding of who you are as a team. Having done this,
you can decide how to best work together. Only then can you tap into
the enormous potential that a team can offer. There are a range of tools
(questionnaires, role plays, exercises) to help teams develop a greater
awareness of their similarities and difterences.

An international I'T organization of French origin has been trying to
ensure that non-French employees don’t experience a cultural glass
ceiling. On development programmes that have international particip-
ants, they run an exercise that explores what it is like to work in an
organization with a dominant culture, in this case French.

Participants are split into two groups, one French, one non-
French. The groups have to answer the questions in Table 7.2.

The two groups then share their responses and perceptions and
together build an action plan to overcome any areas of conflict.

Colleagues from the human resources function should be able to
advise on any questionnaires favoured within the organization. One

Table 7.2 Cultural questions

French group Non-French group

What do you feel proud of in your What do you value in the French
culture? culture?

What would you change if you could? What would you change if you could?
What have you never been able to What have you never been able to
explain to a non-French person? understand?

questionnaire that works well with teams, irrespective of the func-
tional or cultural mix, is the Myers Briggs Type Indicator™ (MBTTI).
This will require a qualified coach to give feedback to the team, but
the insights gained and the long-term benefits of enhanced perform-
ance are usually worth the initial investment in time and expense.
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The critical issue to remember is that these questionnaires or checkl-
ists are tools/frameworks for facilitating a discussion among team
members.

Two things are happening simultaneously during these discussions.
First, the basis of awareness and sensitivity is being established, the team
is legitimizing and appreciating its members’ similarities and differences
and assessing their strengths and weaknesses. By using an agreed frame-
work, the team members will later be able to give each other feedback
on behavioural issues without becoming personal. Second, the team is
setting the ‘ground rules’ for how its members will best interact. Even
though this is often up-hill work and some people may only agree
reluctantly, establishing ground rules has the following benefits:

B Creates workable communication norms specific to the team.

B Creates a commitment within the team that all team members
are responsible for generating the best interaction.

B  Protects the views of minorities, which enhances the overall
performance of the team.

B Enables the ground rules to be utilized as a neutral judge when
conflict and destructive behaviour start to take over.

B Creates a much broader ‘field’ in which creative and con-
structive conflict can take place.

Some people are fascinated by these discussions and immediately see their
relevance and others think they are a total waste of time, but later even
they often begrudgingly admit that if they had taken these discussions
seriously, they would not be encountering many of their subsequent diffi-
culties. If team members and especially the team leader lack intercultural
sensitivities or have not established clear ground rules, stereotypes and
organizational norms will probably prevail and some very valuable mem-
bers of the team are likely to be excluded from meaningful interaction.

Cross-cultural project team working in Hong Kong

Hong Kong is a vibrant city that is home to the Pacific Rim
operations of many multinationals as well as large indigenous
companies. Most of these organizations consist, in the manage-
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ment ranks, of numbers of local Chinese staff working alongside
largely Anglo-Saxon (British, American and Australian)
expatriates. Many of these organizations have also experienced
problems in project team working due to cultural clashes. For
example, Avon, the famous US headquartered home retailer,
sources much of'its product from China via its Far East buying
office in Hong Kong. Senior management there noticed
tensions and miscommunications between American head office
staft, Hong Kong Chinese staff in the buying office and Chinese
staft in China itself.

Standing back and reflecting on the situation, it is easy to see
why such problems arise. Anglo-Saxon and Chinese cultural
values are poles apart (see Table 7.3).

Table 7.3 Cultural values compared

Anglo-Saxon cultural values Chinese cultural values
Individualism Collectivism

Low power distance High power distance
Universalism Particularism and pragmatism
Rationalism Contextualism and holism
Competition Harmony

Guilt Face and shame

Time focused Time flexible

Anglo-Saxons tend to be more individualist; less concerned with
hierarchy; believers in fair treatment; competitive; and very time
focused. On the other hand, Chinese tend to be more family
oriented; more concerned with hierarchy; more concerned with
personal relationships; afraid of losing face; concerned with pre-
serving harmony; and more flexible in terms of time (Kirkbride
and Westwood, 1992).

Of course, it is not all doom and gloom. Both cultures can
see positive aspects to the other culture, as can be seen from Table
7.4, which summarizes the views of both cultures in a Hong
Kong multinational (HKMNC).
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Table 7.4 Positive cultural aspects

Anglo-Saxons (as seen by Chinese (as seen by Anglo-
Chinese) Saxons)

Friendly Industrious

Assertive Family oriented
Open-minded Clever

Innovative Thirsty for knowledge
Informal Harmony seeking

The darker side is unfortunately depicted in Table 7.5, which
shows some of the negative attributions and frustrations. Ob-
viously such an atmosphere is not conducive to good team work
and co-operation within the organization!

Table 7.5 Negative cultural aspects

Anglo-Saxons (as seen by Chinese (as seen by Anglo-
Chinese) Saxons

Short-term results focused Don’t give clear answers to questions
Impatient and arrogant Won’t give bad news

Too direct and aggressive Try to satisfy everybody

Inconsistent Won’t take personal responsibility
Lazy Not creative

One large Hong Kong company (HKCQO) was particularly con-
cerned at the problems that Chinese and Anglo-Saxon staff were
having in working co-operatively and productively together. It
suspected that part of the problem was deep-seated cultural ap-
proaches to conflict management and interpersonal frictions. A
researcher measured the approaches to conflict used by both
groups using the well-known Thomas-Kilmann Conflict Mode
Instrument (Thomas and Kilmann, 1974) and found the patterns

of response, given in Table 7.6.
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Table 7.6 Patterns of approaches to conflict

Style Chinese managers Anglo-Saxon managers
Competing 4.6 6.0
Collaborating 6.1 7.9
Compromising 7.9 6.1
Avoiding 6.7 52
Accommodating 4.5 4.7

As the table shows, the Anglo-Saxon managers tended to use the
more assertive styles of collaborating, competing and compro-
mising and rarely avoided confrontation, while the Chinese man-
agers had a clear preference for compromise to preserve harmony
and, if that was ineftective, fell back on avoiding, which really
irritated the Anglo-Saxons.

Both HKMNC and HKCO decided to tackle these cultural
blockages to team working by undertaking cross-cultural training
sessions for mixed groups of Anglo-Saxon and Chinese managers
and using a mixed Anglo-Saxon and Chinese training team. Both
sides were encouraged to explore and question aspects of their
own culture and to seek to understand aspects of the other cul-
ture. Indeed, sessions were held entitled ‘Everything you always
wanted to know about the other culture but never dared to ask!’
These training interventions appeared to lead to greater under-
standing and an easier working relationship across the cultural
divide. In fact, more than one expatriate remarked that they had
learned more about Chinese culture and behaviour in one day
that they had in the previous ten years.

Most groups derived some key lessons from the training
sessions, which can be summarized as follows and which were
often incorporated into ground rules for action:

B  Examine and know your own cultural assumptions and
values.

B Understand why you traditionally behave and act in a cer-
tain way.

B Understand your colleague’s cultural assumptions and values.
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B Be aware that your colleague’s behaviour is perfectly logical
when viewed from their own cultural assumptions/values.

B Predict how your colleague might prefer to do things
differently.

B Jointly search for culturally synergistic solutions.

11. Agree the first set of action plans, including
how to communicate

At this point, the team needs to agree what will be done, who will do it
and by when before the next meeting. Most importantly, it needs to
agree how its members are going to communicate, not only how they
will use different technologies, but also the style of communication.
Establishing a communication charter should specifically aim at manag-
ing the complexities of the team and its stakeholders.

This is where the information technology person from the design
team can present their findings and the team can work through the
options and formulate their needs. This process can prompt organiza-
tions to get serious about establishing cross-boundary e-mail or intra-
nets and standard software packages.

By the end of this first set of meetings, the team should be clear
about what it is doing and where it is going. Differences should have
been opened up and explored only after a common understanding of
purpose and goals has been established. The team should then work on
the ‘how’ before the detail of the ‘what’. Culturally different norms,
different levels of language fluency, different working practices, leader-
ship styles, geographical distances and status issues should have been
made visible and integrated into a workable interactive process that best
supports the task and incorporates each team member’s individuality.

Phase Three: Work Through Strategic Moments

The middle phase of a team’s life cycle is often characterized by bursts
of activities followed by periods of stagnation and poor momentum in



248 GLOBALIZATION: THE INTERNAL DYNAMIC

which problems arise. The hidden agendas missed at the beginning can
emerge and create ‘strategic moments’. Aside from working through
difficulties and ‘strategic moments’, the team needs to renew, review
and undergo relevant mid-term training. The frequency of strategic
moments, the severity of discomfort and the implications of how they
are handled by the leader or facilitator all seem to be far greater in
complex teams, e.g. multicultural, multifunctional or virtual, than in
homogeneous teams.

12. Work through strategic moments

To illustrate what is meant by ‘strategic moments’, let’s look at a typical
team meeting in a multinational organization.

The European Product Development Team meets quarterly to
review progress against product launch plans. At this meeting, a
chart is drawn up listing current activities and responsibilities.
The team members from the Spanish production plant do not
want to reveal how far they have moved along with the market-
ing of a new product because they are convinced that the Ger-
mans from headquarters will steal their ideas and take the best
markets. However, the company is racing against three other
competitors to get to market. As the review progresses, the names
of senior vice-presidents and the chief executive are being given
for who 1is responsible for key activities, with no names from
within the team being proposed. The German head of produc-
tion beckons to the Spanish head of sales and storms out of the
room, leaving the rest of the team in stunned silence.

The team has reached a strategic moment. What happens next could
make or break the team. If the leader or facilitator knows the history,
was expecting the stand-off and can lead the team through this mo-
ment, the likelihood is that old corporate patterns and years of antago-
nism and vested interests can be broken down. So while they may be
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extremely uncomfortable, strategic moments are also great oppor-
tunities for changing unworkable corporate habits. In fact, the team can
be energized and enthused by the release of all the potential energy that
was held in previous dysfunctional patterns.

Back to our team.

The facilitator pointed out to the remaining team members that
two key people had left the room and proposed a break. She
asked the team what it wanted to do after the 15-minute break.
‘Oh, we want to discuss the product in general,” came the re-
sponse. This was relayed to the two senior managers when they
returned ten minutes later. The German head of production sud-
denly became very ‘Spanish’ and burst into an emotional tirade
that if no one on the team was going to take responsibility for
these launches, then he was walking out for good. A small Span-
ish voice came from the back of the room to explain that they
feared what would happen if they were open about their progress
and that they had been competing internally. The German head
of production acknowledged that this had happened in the past,
but that he was committed to a new way in the future. Suddenly
the dam burst and everyone was looking for constructive ways of’
moving forward and stayed late into the evening.

It is the leader or facilitator’s responsibility to get the team through such
moments in the most constructive way possible. The form of a strategic
moment can vary from highly charged, ‘over the top’ emotional dis-
charges to complete stony silences that are equally hard to work through.
Courage, persistence, humour and temporary diversion are all useful
strategies that can be adopted. The strange combination of a personal
thick skin and yet high sensitivity to what is going on is also very
valuable. Emotional outpourings and frustrations can be met by quiet
acknowledgement and gentle feedback about someone’s perspective and
values. Strategic moments can be very healthy indeed. The point is to be
prepared for them through having done in-depth homework in the first
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two phases. This is the time when ‘knowing your team’, understanding
the inequalities and having workable ground rules pays off.

A word of warning is called for here. The richness that leads to
excellent outcomes can collapse at any moment and needs to be con-
stantly protected from dominant inertia. However good your ground
rules, the team has to have the will or energy to maintain and use
differences. You cannot ‘legislate’ it into happening. In fact, many
problems and poor results within organizations seem to arise from
laziness, cynicism, inertia, wanting the quick fix, protecting your own
turf or a lack of courage to venture into the unknown or stick one’s
neck out to change prevailing norms. Team leaders will often need to
inspire, motivate, coerce, negotiate, cut deals or strategically get angry.
It 1s a tough and emotionally exhausting job.

13. Make sure that everyone is involved and uses
the feedback tools established at the beginning

Equal involvement does not equate with having everyone speaking the
same amount. The only way to find out if everyone is involved as
much as they want to be is to ask. In fact, it is useful to carry out major
‘health checks’ every six months and to hold mini verbal check-ups
throughout any face-to-face meetings. The main focus of a review is to
establish that the pattern of interaction that has been set up is meeting
the needs of the team and the task.

Major reviews are a good opportunity to ‘initiate’ new team
members. These people can be shown all the records of the first meet-
ings so that they understand the history and development of the team.

14. Keep a check on the timing, space the
milestones and use the time together and time
apart to its full potential

It is helpful to spread out the milestones and keep a check on the
timing. Don’t plan too tightly or too far ahead if the project is emer-
gent and ensure that regular reviews and updates take place to plan the
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next set of activities. Process reviews can be conducted in the lulls
between bursts of activity on the task.
In general, the following activities are best done when working

apart:

Establish a disciplined and regular system of communication.
Share output of face-to-face meetings.
Have regular tele/video conferences.

Update everyone on progress, e.g. weekly e-mail, establish chat
files as well as technical files on Lotus Notes.

Send each other motivating messages and comments on each
other’s work.

Clarify goals and make suggestions.

Implement agreed actions.

Reach consensus on purely technical issues.

Find, share, collate and edit information.

Co-create documents, co-design products.

Meet in subgroups.

Prepare for face-to-face meetings in advance.

Anticipate colleagues’ questions and needs.

No complex team should ever spend expensive face-to-face time di-
gesting, commenting on or re-editing information that they could have
read before the meeting. Computer-based groupware technology can
allow the exchange and manipulation of data and reports in different
places at difterent times. These now give companies no excuse to per-
form any of those tasks face to face. One Swedish-based team com-
mented, “When we do get together, we seem only to get as far as
sharing small parts of information, the time frame does not allow for
more.” The time frame did allow more; they were using the time for
the wrong reasons.

Using the time apart for such information exchange means that
expensive time together can be devoted to resolving difficult decisions
and interpersonal difficulties (although sometimes, time apart may al-
low people to cool down and rethink their approaches). Time together
is also useful for ‘just-in-time’ training such as new problem-solving,
decision-making and creative conflict techniques.



252 GLOBALIZATION: THE INTERNAL DYNAMIC

15. Communicate what is being achieved and
broadcast successes as they emerge

Managing the external boundaries of the team at this point will deter-
mine the impact of the final outcome on the organization. This is the
time to broadcast interim successes and send out concept papers of
what your final results will achieve for both the organization and
individual stakeholders. This can be done through lunchtime briefings,
presentations to senior managers, newsletters, team pages on shared
databases as well as one to one over lunches. What is important is to
package the information in ways that people can access it.
Communicating successes as they arise can:

maintain the interest and involvement of the sponsors
enable some interesting and useful feedback
encourage the sponsors to advocate for the team

motivate the team members when they see interest being taken.

Broadcasting interim successes obviously puts extra pressure on the team
members, especially those who feel that their reputation depends on
coming up with a final polished product before letting the rest of the
organization know about it. But the price of not broadcasting interim
successes and priming key stakeholders for the output can be high.

Team leaders also need to do anything that will keep motivation
up at this point, especially celebrate the interim successes. Publicly
acknowledging team members’ involvement in preparing a team
leader’s external management review, publishing interim results and
highlighting individual and team developments can all help to maintain
a sense of ownership and belonging in the team.

16. Leaders sharing control and facilitators
reducing their presence

Facilitators should support the team in managing themselves and so need
consciously to reduce their presence by this point. Similarly, if it is culturally
appropriate, leaders should be controlling events as little as necessary by this
stage and the team should be becoming self~managing and accountable.
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Phase Four: Completing the Task, Review and Share
the Learning

17. Make sure everyone stays involved to the end

There is a great tendency to let team work collapse as deadlines press
and especially to decide that the cost of involving distant members in
finalizing work is too great. This can undo much of the earlier team
building efforts and breed cynicism in those who feel suddenly ex-
cluded. This is where groupware can really come into its own and
prevent this kind of problem. If it has been introduced at the beginning,
the team should be able to customize their work to suit their own
needs.

18. Review the learning within the team

This is undoubtedly the most important part of wrapping up. Teams
will only be able to work together better in the future if they can learn
from their mistakes and share their successes. All the records of previous
phases and the interim reviews should be available. The performance
on the task will ultimately be judged by the wider organization, but
immediate feedback can be actively sought from the sponsors.

The team needs to review its process in a formal way using all the
background information to sort out what went well and what could be
improved on, and to record specific intercultural problems and
guidelines for other teams. Again, written questionnaires and checklists
can be helpful, as people may write down, especially anonymously,
what they will not say in public. The written record demonstrates that
as well as the task, the interactive process was something concrete and
agreed on and that it developed over time. This is important.

It can be valuable to include the sponsors in the review process as
it occurs, rather than to collect their views and feed these back to the
team. Many international team sponsors have not been part of an
international team themselves and cannot appreciate the peaks of
enthusiasm and excitement and the troughs of despair. By participating
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in the review process they can begin to appreciate the energy and
commitment that the team have contributed to the task. This is turn
makes them more able to sponsor future international teams eftectively.
If you have worked with a facilitator throughout the life cycle of the
team, it can be valuable for a different, ‘neutral’ facilitator to manage the
review process. This enables the team facilitator to contribute to the
content of the review and provide the team with insights from their
perspective. It also enables the whole team to be constructively critical
about their interactive processes and the role the facilitator has played.

19. Celebrate success and plan for the future

To close the team and bring its activities to an end, celebrate the
achievements. This is critical even if the team is wound up early due to
reasons beyond its control. After the celebrations, the team needs to lay
out an action plan of how the results can be fully implemented, eval-
uated and broadcast through the company. The team also needs to
think about what its members are going to do next and, if the project
was longer than six months, how they are going to be reintegrated into
the company and use the network that they have established in the
team.

20. The team needs to pass on what it has learned
to the rest of the organization

The team members need to brainstorm how they are going to commu-
nicate their learning in the most effective manner within their organ-
ization. Large formal gatherings attended by senior management are
usually not conducive for sharing major mistakes, which are better
shared informally. Other methods that teams have suggested have in-
cluded electronic databases, with the attendant problems of how to
codify the learning to make it accessible, update it and manage its
relevancy. One company set up a best-practice office and all sorts of
incentives for teams to share ideas. Social events and smaller-scale



WORKING IN COMPLEX TEAMS 255

forums are sometimes arranged around the larger, formal reviews to
which managers are already travelling. Newsletters, electronic white-
boards, mentoring schemes, a team leaders’ network and lunchtime
briefings all figure as suggestions.

The methods chosen will depend on the organization and prob-
ably the main national culture(s). Some cultures socialize easily out of
hours, others do not. Some cultures will only take up what is passed on
in person, others are happy learning from a computer. The chosen
methods need to be multi-faceted. Even so, the most concrete passing
on should come as skilled team members go on to act as facilitators or
proactive team members when they join another team. Internal and
external facilitators should only act as catalysts for a process that then
spreads ‘systemically’ throughout the organization.

CONCLUSION

These 20 best practices summarize the key steps to creating successful
complex teams. Each team is unique and the way in which the best
practices are applied will vary for each team, but the more effort is
taken to manage the issues discussed, the more rewarding and successful
your teams will be.

Operating in the global economy is a complex challenge. Teams can
be one way of building a sustainable capability to meet these challenges.
Yet, as we have seen, creating and sustaining complex teams is no easy
task. It requires a comprehensive review of the way your whole organiza-
tion operates. If you want to embark on this journey:

B Consider each part of the globalization model and ask yourself:
does our performance in this area help or hinder the creation of
complex teams?

B Use the lifecycle model and the best-practice framework to re-
view any existing or past teams you have created. What did you
do well? What do you need to do differently in the future?

B Reinforce the positive — transfer the learning and develop an
action plan to work on areas for improvement.
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B Have a clear picture of the end game and communicate what is

in it for everyone.

Then start out with some small steps and enjoy the ride.
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CHAPTER 8

DEVELOPING GLOBAL
LEADERS

n 1993 the Ashridge Management Across Frontiers report was pub-
lished (Barham and Wills, 1993), which was followed by an article in
the European Management Journal called ‘Being an international man-
ager’ (Wills and Barham, 1994). In this work it was suggested that there
now exists a cadre of successful, international managers of global organ-
izations, whose ways of operating and behaving cannot be adequately
explained by lists of behavioural competencies. We felt at the time that
if we are to really understand individuals who are managing across a
number of countries/cultures simultaneously, we need to understand
the core or ‘being’ of individuals who clearly have proven track records
in this area.

The model we put forward suggested that there are three inter-
locking parts of a core of any successful international manager: cogni-
tive complexity, emotional energy and psychological maturity.
Cognitive complexity refers to the degree to which an individual is
capable of complex thinking. More specifically, it comprises two prim-
ary components: differentiation and integration. Differentiation is the
ability to perceive several dimensions in a stimulus rather than only one
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(i.e. several different ways of viewing a problem). Integration builds on
this and implies an ability to identify multiple relationships among the
differentiated characteristics. In other words, it is an ability to find
patterns in what were previously thought of as unrelated phenomena.

In order to explore this fully in the context of international man-
agers and globalization we went on to highlight and discuss a number
of important characteristics in this area:

B Cultural empathy — being able to ‘walk in the shoes” of people
from different cultures.

B Active listening — allowing one to integrate both simple and
complex information.

B A sense of humility — respect for others and a humble attitude of
mind.

The area that we called emotional energy referred to the degree to
which our sample of international managers knew themselves emo-
tionally and the ways in which they were prepared to express these
emotions in order to achieve a successful outcome for all concerned.
Again, as a means of exploring and understanding this more fully, we
broke it down into:

B Emotional self~awareness — knowing oneself emotionally.

B Emotional resilience — opening oneself emotionally to others
and relating on this level appropriately to the situation.

B Risk acceptance — the self-confidence to accept some of the risks
associated with the emotional domain.

B Emotional support of the family — a recognition of the holistic
nature of one’s life as well as of the family environment as a place
to recharge emotional batteries.

Psychological maturity was a specific reference to an international
manager’s values and beliefs. It is the adoption of a sort of ‘philosophy
of life’ that evolves from a clear, consistent and systematic way of seeing
meaning in one’s life. Successful international managers appear to have
a unifying value system that helps them to formulate the dominant
goals or themes that ultimately make their lives meaningful. Three
specific core values appear to be significant:
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B Curiosity to learn — an openness to seeking out the new and
unfamiliar and an acceptance of the importance of lifelong learning,.

B Orientation to time — an ability to put the past/present/future in
perspective and make the most of the ‘here and now’.

B Personal morality — clarity and a set of personal standards on
what is right or wrong, good or bad.

‘Within this framework, we resisted referring to the core as a person’s basic
character structure or identity or even key aspects of their fundamental
personality, due to the fact that this would have put too strong an emphasis
on a person’s internal psyche. Instead, we preferred labels that strongly
implied that international managers exist as beings-in-the-world.

Having a cadre of international managers who are at the same time
cognitively complex, emotionally resilient and psychologically mature is
important for organizations that are either in the process of globalizing or
already operate globally. As well as being able to conduct themselves in this
way as individuals, these managers tend to act as role models for many
others in the organization. They are key figures in the creation and susten-
ance of an organizational culture that values and promotes globalization.

What follows has not come about as a result of more applied re-
search, talking specifically to so-called international managers specifically
about this topic. It is more accurately described as reflections on working
with these sorts of individuals on a wide array of international leadership
development programmes and workshops run at Ashridge in the UK and
other locations around the world. Such work allows me the great privilege
of being able to ‘rub shoulders’ and work with international leaders and
their respective organizations from a wide range of diverse cultures.

Rather than returning to the more diagnostic aspects of what
constitutes a successful international leader, this chapter serves as a
particularly timely update on developing into and ‘becoming’ one.

‘BEING’: DIFFERENCES OR SIMILARITIES?

An ongoing debate around what constitutes ‘being’ concerns whether
we should be focusing on the cultural differences between international
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leaders from various parts of the globe or whether we should be at-
tempting to recognize some of the similarities that contribute to their
success. While recognizing the importance and usefulness of the work
of people such as Gert Hofstede and Fons Trompenaars in the area of
cultural differences, my position on this issue has not changed. As we
continue moving at a rapid pace towards a more global business world,
it is my belief that the differences in what both Hofstede and Trom-
penaars refer to as people’s ‘values’ are very slowly being eroded.

This is not to say that cultural differences will ever completely
disappear — what a bland, uninteresting world it would be if they ever
did! But we have entered an era where the dominant ideology in terms
of the creation of people’s values, that of the United States of America, is
experiencing such a powerful period of hegemony over other cultures
and ideologies that it is able to gain a great deal of ground in transporting
its values (particularly its business values) to all corners of the world. The
degree to which a particular culture is either open or closed to this sort of
influence will of course influence the degree to which this gets into and
affects the ‘being’ of its people. Certain parts of the Arab world still
contain what are probably the clearest examples of where this sort of
influence is being most strongly resisted.

So redressing the balance away from cultural differences towards
the continued search for similarities is both complementary and in-
creasingly apt.

‘BEING” AS THE HEAD/HEART/SOUL

What is this so-called core of an individual human being? In using the
model of cognitive complexity, emotional resilience and psychological
maturity subsequently in my teaching, it became apparent that what
was really being referred to was a much more straightforward amalgam
of the head, the heart and the soul. Now it seems ever more appropri-
ate to question whether there really is such a thing as a person’s essen-
tial core that can be explored and described by another. Following this,
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is it useful to attempt to discover and describe an ideal personality in
the context of globalization?

To explore this properly we have to enter briefly into the
philosophical merits of holism versus elementalism. The holist assump-
tion is that human nature is such that behaviour can only be explained
by studying persons as totalities. Holists maintain that the more one
fragments the organism, the more one 1s dealing with abstractions and
not the living human being. Conversely, elementalists assert that a full
and complete understanding of human nature can only be reached by
means of a detailed analysis of its constituent parts. In other words, it is
perfectly feasible to pull out and comment on specific competencies of
an individual, which may or may not relate to other parts.

[t is important to recognize that there are major difficulties with
lists of behaviours or competencies that encourage skill development in
specific areas. Such studies are often both superficial and lead to a
simplistic view of change and development. Of far greater appeal is the
notion that underneath all of these behaviours is a core that is driving
things and is much more difficult but not impossible to explore and
develop. The intrigue of the whole is that it has to be both bigger and
richer than the sum of the parts.

Here is the paradox. While stating categorically my allegiance to
holism in 1994 and then moving on to find no alternative but to reduce
the whole to a number of interlinking constituent parts, my position on
this has not changed. While I am philosophically committed to a more
holistic position, it is still difficult to move beyond describing the most
pertinent issues in each of the areas now defined as developing the
head, developing the heart and developing the soul.

DEVELOPING THE HEAD

The term ‘the head’ is a specific reference to an individual’s thinking or
thought processes. This is referred to by some as the ‘left hand side of
the brain’, the place where language and communication with others
reside. Working internationally is by its nature more complex than
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operating in a single culture, so it follows that individuals who are
achieving success at working globally must be capable of greater de-
grees of complex thinking and hence are more cognitively complex.
To reiterate, they appear to have an ability to look at a problem or
issue and perceive several dimensions to it rather than only one. Fur-
ther to this, they are then able to find links in the different ways of
looking at the issue in order to assist them in coming to a considered
conclusion or judgement. Within the cultural differences literature,
Fons Trompenaars (1993) draws what he calls a ‘circle of reconcilia-
tion” (Figure 8.1) as a suggestion for people from differing cultures to
work together and overcome their differing values — bipolar cultural
values such as Individualism versus Collectivism. In my view,

Individualism

...Encourage individual
freedom and responsibility.
However...

We want to avoid Give clear group W%Sgor::; V;:{f“ ®
too much objectives which centred or be
confo.rrlnlty andlslow need individual o] e
decision making, initiative to success compromise
S0 we must... s

_ - SO we must...

@ -..Encourage individuals

to work for consensus
in the interests of the group.
However...

Collectivism

Figure 8.1 A circle of reconciliation.
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practising this successfully demands that both parties are capable of high
degrees of cognitive complexity.

Prior to focusing on how leaders might begin to develop qualities
like ‘cultural empathy’, ‘active listening’ or ‘a sense of humility’, I
would like to extend the concept of cognitive complexity to include an
individual’s basic stance or attitude to others and demonstrate some of
the necessary interactive skills. In my work with international leaders,
the difficulties that individuals have in listening and empathizing with
others if they do not respect the other person/s has become an in-
creasingly evident issue. No amount of practice or skill development
will rectify what is first and foremost an attitudinal or values-based
issue.

Where does having a humble attitude of mind and an ability to
walk in the shoes of others come from? In a similar way to which an
anthropologist might view people from cultures other than their own,
successful international leaders are able to hold or bracket their assump-
tions about others, rather than rushing to judge or evaluate them. In
other words, they are fair and equitable in how they treat others,
indicating an extremely healthy attitude towards diversity.

A model borrowed from the race relations industry (Figure 8.2)
suggests that when working with people who are distinctly different
from oneself, it is tempting to enter into the ‘cycle of superiority’. This
begins with the process of stereotyping people from difterent cultures
to our own, which, contrary to the view that only bigoted people

Stereotyping

-

Prejudice

-y

Discrimination

a3

Ideology of superiority

Figure 8.2 The cycle of superiority.
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think in such ways, we all do from time to time, often without know-
ing it. In fact, such thinking is part of a normal, natural process that
helps us to some degree to make sense of the world. It is a sort of
pattern recognition process. As the popular, but not well-accepted
phrase goes, ‘we have met the enemy of equality, and the enemy is us’.

In workshops on this topic, whenever groups of leaders stereotype
other cultures, it is relatively easy to divide their responses into positive
and negative assertions. So the judging or evaluating process has already
begun. Negatively labelling others in this way and then automatically
assuming that this is how people from this culture are likely to be and
act, before any real attempt to understand them, runs the risk of turning
into prejudice. Prejudice occurs if an opinion is formed before the facts
are known. Successful international leaders have the ability to hold or
bracket their assumptions before the onset of prejudice; however, they
are not immune from ultimately adopting a prejudiced stance.

Beyond the prejudiced attitude, it becomes possible to take ac-
tions towards others that show a partiality or prejudice based on their
differences. This can lead to the creation of policies directed against the
well-being and welfare of groups or cultures being prejudiced against.
As the ‘cycle of superiority’ gains momentum, prejudiced actions be-
come discrimination.

Finally, the individual or group practising the discriminating can
come to believe that they are actually superior to or better than the
group being discriminated against. It is a deep-seated arrogant stance
with little or no sense of humility towards others. Experience has
taught us that individuals or groups can spread and contaminate others
with this type of attitude, leading to the setting up of whole cultures
with an assumed ideology of superiority. The history of the world is
rife with examples of how this can happen.

From a development perspective, helping leaders become more
cognitively complex about their treatment of others who are different
from themselves has to begin with this type of awareness raising. In the
context of working cross-culturally, as opposed to race relations, it can
have the eftect of shocking some leaders. As an accompaniment to the
showing of a classic video about racial discrimination called A Class
Divided, the model provides a good platform to demonstrate the often
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deep-seated nature of the sorts of changes that are required to trigger
development in this area.

It is only after this type of awareness raising that individuals are
ready to start considering their own attitudes to people different from
themselves and to what degree they are able to empathize with people
from other cultures. They begin to realize how difficult it is to escape
completely the ‘cycle of superiority’ and achieve genuine empathy
with another human being on an issue that is close to that person’s
heart.

Breaking out of this cycle involves:

the capacity to communicate respect

the capacity to be non-judgemental

the capacity to accept the relativity of one’s own position
the capacity to display empathy

the capacity to be flexible

the capacity for turn taking (during discussions)

a tolerance for ambiguity

In conclusion, having an ability to empathize with another person
requires an important cerebral component that for me is essentially
about communication. As a concept, empathy also brings together and
integrates the head, the heart and the soul. Linking back to my pre-
vious assertions that to really understand ‘being’ an international leader
one has to understand the individual as a totality, empathy also involves
understanding another person’s feelings and core values.
[t is this second aspect, the heart, to which I now turn.

DEVELOPING THE HEART

My interest and passion in developing this area come primarily from a
deep-seated belief that within the world of leadership development, we
overemphasize all things to do with the ‘head’. The origin of this stems
from the influence science and the scientific method have had on the
design of organizations, particularly in the western, Anglo-Saxon
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world. A major consequence of this paradigm in terms of how we
develop and grow our organizations and the individuals in them has
been the overwhelming predominance of rational-objective models. In
other words, the head has had potency over the heart. This has un-
doubtedly had a knock-on effect on a whole range of issues, from
crafting strategy to leading change to working in international teams.
Stephen Fineman (1993) provides an indication of the extent to
which this paradigm is capable of affecting the life of people in

organizations:

Frederick Taylor and Elton Mayo were influential in the design of industrial
organisations at the turn of the century. They were both from middle-class
families where a nineteenth-century form of anger control was dominant. They
were appalled by the level of open anger they witnessed among workers, but
failed in their early attempts to curb it. By the 1940s human relations training
was well in place, aimed at assisting ‘well-controlled” managers and professionals
to hear, diffuse and smooth the angers and anxieties of workers. Today, the
rhetoric of emotional control is still in place. (1993: 11)

In the context of leading change in organizations with which many
international leaders are faced, they are conscious of the fact that it is a
process that is fraught with both excitement and frustration. Excite-
ment because it is new and challenging, frustration because there are
usually numerous blockages or resistors. Interestingly, in most of the
surveys conducted regarding the obstacles to implementing change,
fear regularly comes top of the list as can be seen from Table 8.1.
‘What is fear? It is of course an emotion! So, to be able to under-
stand and act on what is happening during change processes, interna-
tional leaders have to be able to understand the more emotional aspects.

Table 8.1 Common obstacles to implementing change

Obstacles % of respondents who mentioned
Fear factor and human resistance 92
Complacency and low sense of urgency 82
Insufficient dedicated time set aside 75
Poor communication 73
Late systems and technology 62

Source: Vandermerwe, 1991
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From the perspective of their own development, in much the same
way as it is difficult for them to be able to understand and empathize
with others if they do not know themselves, it is difficult for them to be
able to understand and act on organizational phenomena such as fear, if
they do not understand their own emotional self.

At the individual level there are a number of basic assumptions
about our emotions that need to be stated. The first is that we must be
open to the possibilities of personal change in both the intellectual and
the emotional domain. Given the motivation to do so, change is poss-
ible in both the degree to which a particular emotion is felt and the way
in which it is expressed. Following on from this, it is possible to take
the view that we must develop emotions that enhance our lives and
change those that do not. Convincing some leaders that changing and
developing one’s emotions is possible isn’t always easy.

Secondly, emotions are not universal across cultures. There are
many examples of cultures that experience refinements of an emotion
that other cultures do not possess. To take just one example, Spanish
speakers have two subtly different ways of saying and expressing ‘I love
you’: te quiero and fe amo. The latter version has a much more romantic
and deeper intent than the former. The final assumption that needs to
be stated is the assertion that change begins with an awareness that our
emotions are our own doing. In other words, we can to some extent
choose to live the kind of emotional life we live, it does not just happen
to us as a result of outside factors (a fait accompli). Once it becomes clear
that we are choosing, that we do have an influence on the ways in
which we are expressing ourselves emotionally, change becomes a
much more feasible option.

As a consequence of it being largely sidelined, the whole area of
emotions as a subject has been characterized by the generation of
mystification and myths (Averill and Nunley, 1992). Interestingly, a
myth is defined as being a popular belief or tradition that has grown up
around something or someone, especially one embodying the ideals
and institutions of a society or segment of a society. Myths are un-
founded or false notions. In terms of their direct relationship to ‘truth’,
most myths contain ‘small truths’, something that begins as a ‘truth’ but
then gets distorted, no longer remaining totally factual.
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Following Averill and Nunley, numerous myths have been cre-
ated around our understanding of emotions. Some of the most com-
mon are described below.

The Myth of the Passions

We are gripped, seized, overcome by our emotions — they are ul-
timately out of control. The incident at a UK football match several
years ago in which Eric Cantona lost his temper and attacked a specta-
tor is the sort of event that nurtures this particular myth. There is some
interesting gender difference research around this myth suggesting that
when expressing anger men do not have a wide range of choices, hence
the tendency to resort to aggressive behaviour. In contrast, women
appear to have a much wider repertoire of choice (often using language
creatively) in the ways in which they express this particular emotion.

This is a myth. Our emotions are not out of control; indeed,
control can be considered to be an emotional response. The stimuli for
control are often the signals for possible adverse consequences.

The Myth of Innocence

We are not fully responsible for our behaviour during emotional ex-
pressions. The most obvious example of how this myth has come about
is of course the crime of passion. In some countries it is still possible to
plead not guilty on the basis that ‘the situation that led up to it left me
so angry I had no choice but to’.

This is a myth. Emotions do not just happen to us. They occur
inside us and lead to our actions — our passions do not make us inno-
cent. Our behaviours and our emotions are of course intimately con-
nected. When a child is having a tantrum, behaving very badly, as a
parent we try to change both the behaviour and the emotion.

The Myth of Primary Emotions

The heart of one emotion is actually another (e.g. depression is really all
about anger). Following on from this, there are basically few core or



DEVELOPING GLOBAL LEADERS 271

primary emotions: the most common number advocated is four (mad,
glad, sad and afraid).

This is a myth. There are roughly 500 words in the English lan-
guage describing emotional states. Interestingly, two-thirds of these
have negative connotations, suggesting that (for those whose mother
tongue is English) there are more ways to be unhappy than happy.
There are in fact only 38 words describing states of happiness, but in
terms of what we feel more generally there are endless possibilities.

The Myth of Childhood

Most, if not all, of our emotional development occurs during infancy
and childhood. Once into adulthood the ‘die has already been cast’,
making it very difficult to change our basic emotional disposition.

This is a myth. There is now wide acceptance of the idea that one
develops and changes one’s intellectual capabilities well into old age.
Why should our emotional development be any different? There is
huge potential for change in one’s emotional make-up whenever we
experience traumatic life events.

The Myth of Equality

All people within a particular culture are able to express themselves
emotionally in much the same way.

This is a myth. Personality differences (of which emotions are a
part) exist in all cultures, so, for example, extroverts develop their own
repertoire of emotions, whereas introverts develop a different reper-
toire. To be creative is to be difterent — each person is different in their
own way.

In working with international leaders on opening up their poten-
tial to work with their emotions, one has to begin by raising their
awareness about the importance of the topic. A mixture of stories,
symbols and pictures is useful for achieving this. The following is a

typical story.



272 GLOBALIZATION: THE INTERNAL DYNAMIC

The Most Important Thing in the World

Peter Larking at first enjoyed his work as a marketing director of a
large cosmetic company. He liked the social life and the high
salary he earned; he travelled all over the world staying in expen-
sive hotels. But it was a burning ambition to head the multina-
tional parent company that drove him to work all hours of the
day and night. The weekends he spent thinking solely about
business or on the telephone to colleagues or customers. At 56
years old, the year he gained a seat on the main board, his wife
divorced him and he had his second ulcer. Next year he had a
coronary, and on doctor’s advice he had to give up his sole
remaining pleasure of mountain climbing. Just before he was 58
he was so busy managing a takeover bid that — if successful —
would almost certainly secure him the coveted job of chief ex-
ecutive, he did not have time to visit his 18-year-old son in
hospital after contracting a serious illness. The day after Peter got
the top job his son died. ‘Although I never had much time to
spend with the boy,” he said to his secretary, ‘he was the most
important thing in the world to me.” Was he?

It is only when leaders are fully tuned into the emotional domain (i.e.
their heart is engaged) that they are ready to consider the notion that
emotions can be changed and developed.

This begins at the level of repressing internally (see Figure 8.3).
Some individuals appear to have been socialized into completely sup-
pressing any degree of emotional expression. This is the classic ‘little
boys don’t cry’ phenomenon so familiar to us in the West. For some
leaders, the situation has become so extreme that they are no longer
able to answer the straightforward question: ‘How are you feeling right
now?” What they consider to be the taboo world of emotions has been
extricated from the way they interact with others and operate more
generally. For some this is particularly true for their work persona, for
others it has implications for the whole of their life.
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Four levels of emotional expression:

Repressing internally

2

Surfacing silently

Expressing openly

9

Expressing creatively

Figure 8.3 What is emotion?

People at this level of emotional expression often describe their
lives as following a rather static and stable momentum with few real ups
and downs. A common misconception is that they have become skilled
at controlling their emotions. Control is an emotional reaction that
stems from making a proactive choice. A lack of emotional expression
that can be traced back to repression in an individual’s history is quite
different.
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Level two in the model is characterized by people who with some
encouragement are able to answer the question ‘How are you feeling
right now?’ but are most reluctant to ‘take their emotions out’ in
normal circumstances. From the perspective of the outside world, they
are still prisoners of the early socialization process.

Individuals who are expressing their emotions openly are living
their lives knowing how they are feeling and are expressing these
feelings in everyday interactions with others. They are so used to
expressing their emotions openly to others that there are occasions
when it becomes inappropriate. To take the example of anger, there
are people who express their anger so openly that it results in them
using highly expressive body language or even resorting to banging the
table at the merest sign of frustration or anger. This state almost sounds
as if the connection between the logical brain and the feeling heart has
in some way become obstructed. Those around them get so used to the
fact that they are so outwardly expressive that it reduces their impact
and effectiveness.

As mentioned earlier, the Eric Cantona incident at a UK football
match is a clear example of an individual inappropriately expressing his
emotions openly.

In helping international leaders work with this model, they are
encouraged to attempt to move towards a state of emotional creativity:
to be in touch with how they are feeling, to be able to take their
emotions out and express them in an appropriate and creative way. So
again using the example of anger, there is a time to express anger by
banging the table and there is a time when this degree of expression
needs to be controlled. This is not a new idea. As Aristotle is known to
have said:

Anyone can become angry — that is easy. But to be angry with the right person,
to the right degree, at the right time, for the right purpose and in the right way —
this is not easy.

Emotionally creative individuals have an extensive ‘kit-bag’ of different
ways of expressing themselves and are masters of timing. The scene at
the end of the film A Few Good Men in which Tom Cruise confronts
Jack Nicholson is a wonderful example of an individual (Tom Cruise as
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a lawyer) expressing anger with the right person, to the right degree, at
the right time, for the right purpose and in the right way.

From a practical, developmental perspective emotional creativity
is a more usable and richer concept than the more popular emotional
intelligence (Daniel Goleman, 1996). As psychologists are only too
aware, the term ‘intelligence’ has never travelled well across cultures.
What is deemed to be a measure of intelligence in one culture isn’t
necessarily interpreted the same way in a different culture. Emotional
creativity does not evoke the same degree of bias and prejudice.

In conclusion, international leaders need to be encouraged to
become more emotionally creative in the following ways:

B Attending more to their own and others’” bodily reactions. The
body often remembers what the head chooses to forget or
ignore.

B Observing more carefully others’ emotional reactions. We often
act as mirrors to each other. Emotionally creative people pay
close attention to how their behaviour affects others, rather than
focusing too much on themselves.

B Listening more carefully to what words are saying emotionally.
When expressing emotions verbally, we often do it indirectly
through the use of metaphor (‘I feel like shit’).

B [dentifying the social and personal rules that surround emotional
expression in different situations. Like the rules of grammar, they
are not easy to identify but once they are, they can be the dos
and don’ts of behaviour.

B Setting goals in this area similar to other aspects of personal
development. Such goals have to be woven into the total fabric
of a person’s life.

B Taking care to practise in low-risk environments. At first de-
velopments in emotional creativity may seem artificial, but with
practice the experience of the feeling and its expression will
become integrated.

B Being particularly flexible and patient with regard to tangible
changes, expecting lots of trial and error and the realization that
we learn more from failure than success in this area.
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B Using their imagination more fruitfully. We don’t have to al-
ways experience the expression of an emotion directly in order
to practise it. Top-class sports stars or musicians often use their
imagination to rehearse encounters. Doing this eftectively re-
quires large amounts of self-discipline and conscientious effort.

The biggest challenge in helping international leaders develop the heart
remains convincing them that they can choose and do something about
becoming more emotionally creative if they have the will and the
desire to incorporate such transformational change into their whole
being. As Mahatma Gandhi said, “You must be the change you wish to
see in the world.’

Discussion of their whole being brings me finally to developing
the soul.

DEVELOPING THE SOUL

The original title for the final piece of the three interlinking parts of the
core, psychological maturity, placed a heavy focus on an individual’s
core values. My thinking during the last few years has continued along
this vein, flirting with various other concepts but for the moment
settling on what is undoubtedly the most unifying and holistic of all
possible defining concepts: spirituality. Successful international leaders
care enough about their soul to be conscious of their own higher-order
values and overall purpose in life, particularly how it connects with
others. What I refer to as ‘being-in-the-world’, Mitroff and Denton
(1999) usefully describe as ‘interconnectedness’ and go on to say that:

Spirituality is inextricably connected with caring, hope, kindness, love and op-
timism. It cannot be proved logically or scientifically that these things exist in the
universe as a whole. Spirituality is the basic faith in the existence of these things.
Faith is exactly the thing that renders their strict proof unnecessary. (1999: 89)

Perhaps not surprisingly, this is the area where I have made least
progress in creating materials designed to assist international leaders in a
developmental context and therefore my thoughts and ideas are still to
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some degree embryonic. Where I have made progress is in opening up
an awareness of this issue as being of fundamental importance. As a
means of getting these sorts of issues out into the open, many interna-
tional leaders have begun thinking about and debating the meaning and
importance of an aspect of their lives that again unifies the head, the
heart and the soul — happiness. As well as having an obvious spiritual
component, this is a state that for the most part appears to come from
inside through introspection, and for many it is one of the primary
emotions, along with anger, sadness and fear.

When considering their lives, learning and what the future may
hold, international leaders can often get caught up in the apparent hype
and gloss of the world in which they live. It is fruitful from time to time
to encourage them to return to questions surrounding some of the
basics of life and the core of their being, questions such as:

B Are you happy/unhappy?

B Is happiness a relevant topic for your personal developmental
plan?

B Do happier people perform better at work?

B Do unhappy people make worse leaders?

This inevitably leads to discussions around what happiness is and how
we will know if we are in that ‘place’ or not. We know that happiness
is to some degree a physiological reaction that sets in motion tiny
neurotransmitters that circulate around the body. At a more fundamen-
tal level, being in such a state suggests that the individual is no longer
driven and plagued by uncontrollable forms of desire. Beyond the
rather transient state of being happy, we also know that happiness
consists of feelings that are attached to special moments in one’s mem-
ory. Its transient nature is such that the so-called ups and downs are
what really give it meaning. The impermanence and incompleteness of
happiness could be considered to be two of its greatest virtues.
Through this we come to realize that a brief moment of happiness
doesn’t make a person entirely happy, or as Aristotle so wisely said,
‘One swallow does not make a summer.’

According to an old Chinese proverb, happiness consists of three
things: someone to love, something to do and something to hope for.
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James Kouzes and Barry Posner asked General Stanford of the US
Army how he would go about developing leaders in business or the
military. This is what the enlightened general said:

I have the secret to success in life. The secret is to stay in love. Staying in love
gives you the fire to really ignite other people, to see inside other people, to have
a greater desire to get things done than other people. A person who is not in love
doesn’t really feel the kind of excitement that helps them to get ahead and lead
others and to achieve. I don’t know any other fire, any other thing in life that is
more exhilarating and is more positive a feeling than love is. (1992: 479)

In the same article, Rodney Ferris defines love specifically in an organ-
izational context as:

A feeling of caring or deep respect for yourself and others, of valuing and
believing in yourself and others, and of helping to achieve the best of which
everyone is capable. It means finding a sense of purpose, fulfilment and fun in
your work and helping others to find these qualities in their work as well.
Without these feelings, leaders fundamentally are taking advantage of their con-
stituents. (1992: 480)

Following on from this, happiness via someone to love is clearly con-
nected to sharing with others. This comes about through occasionally
learning to forget ourselves in the quest to make others happy; yet
more confirmation of just how important the human need for inter-
connectedness or being part of a community really is.

Leaders who are willing to explore this aspect of their lives come
to realize that there are a number of significant others who play a major
part in bringing this to fruition. For most people, a partner relationship
serves as a basic building block for both self~understanding and the
understanding of others. Beyond partnership, rearing children can
often be a catalyst for ‘teaching’ us that happiness comes through giving
rather than receiving. And finally, friends who are willing to play the
role of ‘containers’ or confidants encourage us to learn the significance
of reciprocity and genuine empathy with others.

Finding something to do is another cornerstone of life that inev-
itably engages us in social activity. For most people, more than any
other feature of life, it is work that really ties them to the human
community. Work that is sufficiently enjoyable, challenging and re-
warding helps give our lives a rich sense of purpose and meaning.
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Leaders who feel like this about their work don’t view it as work at all.
They are fond of saying things like, “When you love what you are
doing, you never have to go to work again.” Work becomes highly
aligned with their life purpose, vision and values, and ultimately a
major part of why they exist. Gorky summed this up well when he said:
“When work is pleasure, life is a joy. When work is duty, life is slavery.’

The final piece of the Chinese proverb giving us a perspective on
the keys to happiness is something to hope for. To a large degree, hope
is a natural part of the human condition. Without it we stagnate and
shrivel up. It drives us on to explore and embrace all sorts of change in
our lives. From a more practical perspective, I encourage international
leaders to explore this aspect of their lives by getting them to consider
and talk about their dreams. Some of them are able to frame their
dreams as possibilities, which they can choose to use all their talent,
energy and courage to work towards fulfilling. Ultimately, this sort of
exercise encourages them to be proactive about their life rather than
sitting and waiting for things to happen. Put another way, it enables
them to be free agents, capable of choice. Creating a trusting and safe
environment in which to do this is of course of paramount importance.
Dreams are like delicate flowers: they are easily crushed and normally
shared with only a few others.

Manfred Kets De Vries (2000) gives us his thoughts on what
makes happiness. Commenting on his own rich experience in interna-
tional leadership development, he recommends leaders to live the Chi-
nese proverb by achieving balance in their lives, finding ‘playtime’,
living a healthy lifestyle and regularly engaging in introspection.

Balancing someone to love, something to do and something to
hope for is one of the greatest challenges many international leaders
face. It is my experience that when faced with such difficult questions
many choose either to confuse happiness with outward success (wealth,
position and power) or merely to delude themselves.

Finding the most appropriate amount of ‘playtime’ and living a
healthy lifestyle are equally important aspects of practically living out
the proverb. Laughter can often be seen to connect both of these. As
well as being an essential component of an individual’s mental and
physical health, when working cross-culturally the ability to laugh is
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often viewed as the perfect antidote to arrogance and pomposity. As
Ethel Barrymore once said, “You grow up the day you have the first
real laugh at yourself.’

Finally, the thread holding many of these principles together is the
ability and the courage to regularly look introspectively at the quality
and nature of one’s life. Sogyal Rinpoche (1992) put this beautifully
when he said:

Looking in will require great subtlety and great courage. We are so addicted to
looking outside ourselves that we have lost access to our inner being almost
completely. We are terrified to look inward because our culture has given us no
idea of what we will find. We may even think that if we do, we will be in danger
of madness.

So, we make our lives hectic to eliminate the risk of looking into ourselves.
In a world dedicated to distraction, silence and stillness terrify us. We protect
ourselves from them with noise and frantic busyness. Looking into the nature of
our mind is the last thing we would dare to do. (1992: 52)

Being introspective in this way must be thought of as a continuous
journey. It is not about seeking a final destination; on the contrary, it is
the way in which we travel and what we choose to focus on along the
way. Put another way, happiness is not something a person searches for
— they choose it. Being a successful international leader in this new age
of spirituality, demands enlightenment, along with the knowledge that
the greatest happiness you can have is knowing that you do not
necessarily require happiness.
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CHAPTER 9

LEADERSHIP AND THE GLOBAL
ORGANIZATION

company-wide scheme to harness and promote innova-
tion globally is shelved after less than 18 months in operation. Ques-
tions are asked internally and externally if the organization’s leaders
really want it to be seen as a first-to-market, innovative producer.

A global supply chain system — designed to deliver major cost
savings around the world — is consistently and systematically evaded by
senior regional executives. The reason: local managers have made spe-
cial deals with local customers and these contracts will be adversely
affected by the global system. In addition, executives, fearing a decline
in their regional results thus depressing their yearly bonus, helped to
subvert the system.

The relaxed and fairly easy-going new CEO of a global fmcg
company is stunned to learn from two of his most trusted operations
directors that they feel he is cramping their style. Why? Because in his
drive to learn more about the organization — he racked up 100 000 air
miles in his first six months — he was sitting in on operational meetings.
At the meetings he asked penetrating questions, which were inter-
preted, in many of the countries he visited, as him taking command
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away from his local operations director. He believed he was simply
getting his ‘hands on’ and understanding what the real issues, oppor-
tunities and problems were in the company.

GLOBAL LEADERSHIP: WHAT’S NEW?

In each of the examples above, people trying to be effective leaders in
global organizations were initiating schemes and taking actions de-
signed to benefit the entire organization. But something somewhere —
an unintended consequence? — made a good idea turn sour and not
release its full potential. Why didn’t these ideas work? What contrib-
uted to their demise? If we are to believe colleagues and the leadership
literature, many leadership initiatives fail because organizations are so
much more complex today than yesterday. Yet when we examine the
great civilizations of the past — the Romans, Chinese, Incas, Aztecs —
they all were global (at least as far as they could reach), complex
organizations of enormous dimensions and enormous power. The
rulers of those empires influenced the lives of huge numbers of people
and they did it using approaches that are still valid today. Think of it in
these terms: these values are vastly complex (in their time), remote,
multicultural problems that resulted in management and leadership
control issues.

In order to be effective, global leaders prize three areas of clarity:

B Clarity of purpose. The eftective global leader and global organiza-
tion have to be clear on its purpose. Purpose gives energy, allows
the leader to assess success, and gives motivation and drive to
followers. The Romans clearly saw as part of their purpose the
acquisition of vast areas of land, but they still confined them-
selves, in central Europe for instance, to the boundaries of the
Rhine and the Danube as the limit of their territory. Today
financial commentators get distinctly edgy if they see a company
they are tracking making an acquisition in an area that is not
obviously linked to the existing strategy and for which there is
no onboard range of competencies. Sticking to the knitting — a



LEADERSHIP AND THE GLOBAL ORGANIZATION 2387

phrase made popular by Peters and Waterman — is still an im-
portant part of maintaining a clarity of purpose.

B Clarity of external operation. Those age-old empires all had very
clear views on how they would treat the populations of other
countries, tribes and religious groups. It was with various levels
of tolerance of course, but there is an analogy to, say, late 1970s
IBM, where there was a clear attempt to differentiate IBM sales
people in their famous dark blue suits with white shirts from any
other kind of technology sales person. They even had their own
company song to give them succour.

B Clarity of internal operation. The successtul global organization
needs to have a clear set of rules of behaviour — a clear culture,
something that sets norms for standards and styles of behaviour.
Even the most unruly internet start-up still has unwritten rules
about the style of dress that its people wear. The dress-down
Friday that has gripped various organizations over the last decade
only serves to highlight the norms and counter-norms governing
appearance that we set ourselves in organizations. It doesn’t

seem to matter what the norm is, as long as it is consistent.

So we see these three leadership clarities as having existed for a long
time and we expect that this will probably be true for global organiza-
tions of the future. However, in recent times organizations operating
globally — and that must include everyone, whether they understand
that or not — have faced an extra dimension. This isn’t a fourth clarity,
it’s a lack of clarity.

One of the signal features of the last decade or so is that informa-
tion, communication and transport technologies have made the num-
ber of choices facing executives and managers hugely greater than ever
before. Materials can be sourced from anywhere on the globe, specialist
advice can be hired from anywhere, decisions can be made anywhere
and communicated to anywhere. The retailer IKEA has 2000 suppliers
based in more than 50 countries. Whereas once there were head offices
and clear regional centres in organizations, now position doesn’t matter
at all. You can be anywhere to do anything and do it at any time.
While apparently this offers much greater freedom to the modern
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global executive, in practice it offers a vastly increased level of ambigu-
ity for almost everything that that executive wishes to do.

Unfortunately managers and leaders have not been trained or
educated in coping with ambiguity. So often it has simply been as-
sumed away. Most of the evidence of the past 50 years has been
devoted towards reducing ambiguity or avoiding it. The research de-
scribed in the rest of this section is about the behaviours necessary to
cope with and even thrive with ambiguity.

B Ambiguity is what exists in the environment.
B Uncertainty is what you feel as a result of facing that ambiguity.

Most leaders report increased levels of uncertainty. In fact, there seems
to be a general principle that the more senior you are in an organization
— the more responsibility you carry — the more uncertainty you face
(see Figure 9.1). An entry-level manager generally is given reasonably
straightforward tasks to achieve and has a reasonable number of rules
and ideas about how to achieve them. As a first-line supervisor, their
big discovery is that people are a problem, and that those people are
often the ones they grew up with and were previously colleagues with.
If they meet an issue or difficulty that they are uncertain about, if they
cannot solve it themselves, they pass it on upwards.

Be strategic
Handle ambiguity
Can't do it alone

General
manager

Give up technical mastery
Directing and motivating

Mid-manager Problem solving

First supervisory People are a problem

Figure 9.1 As you go up the hierarchy, skill sets change.
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At the mid-manager level the key emotional issue is giving up
technical mastery on any given issue and learning that directing and
motivating people is the key input that leaders make. Not only solving
problems, but defining which of the problems should be handled by
you and which are the problems that can be ignored is also critical to
success at this level. However, if you meet something that you can’t
handle because you are uncertain about it, you tend to pass that up-
wards as well.

At the most responsible level (it is here that we have called the
general manager level) the tasks are:

B To be strategic — to gaze into a crystal ball and decide where the
organization and the industry are going.

B To delegate eftectively, not just the stuft you don’t like, but also
some key parts of your responsibility — to realize that you can’t
do it all and that you need the team.

B To handle uncertainty and ambiguity — there are multiple right
answers, and just because something works today does not mean
it will work tomorrow.

The strategy and delegation tasks are obvious — it’s what being a senior
manager is all about. But why ambiguity? Because you are sitting at the
top of what is in effect a very powerful ambiguity pump. Most organ-
izations of whatever shape (they don’t have to be hierarchical) act as
ambiguity pumps and the person who receives most of the ambiguity is
the person with the greatest responsibility.

Now we get to the hardest issue. How can leaders in organiza-
tions that are global operate in such a way that they thrive on the
ambiguity rather than running from it or avoiding it, or more likely
pretend that it is not there?

Surely effective exploitation of ambiguity is a contradiction in
terms? Take a look at Figure 9.2. The left side of the frame describes
how difficult something is to learn to do in your organization. The
higher up the chart, the more difficult it is. The bottom of the frame is
how valuable doing that thing will be to your organization. Now ask
yourself a question: where do you think your organization is at the
moment? Follow this up with a second question: where should it be? If
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you — like many — say bottom right, then you are going to be in an
organization where the strategy can only be to follow on. You can be a
fast follower, but you won’t lead. You are going to do things that are of
high value to the organization but are not difficult to learn. If they are
not difficult for your organization to learn, they are easy to copy and all
your competitors can do so. Some people put their choice in the top
right box. This has been described to us as the Star Trek strategy. That
is, you are always ‘boldly going where no one has gone before’. This is
the strategy of most start-ups and most biotech organizations. Their
overall aim is to be first or best in the market and to gain advantage
from being there early.

A

>
Low High

Difficult learning

Low

Value to the organisation

Figure 9.2 Leader as learner.

So let us ask another question: where do you head for if you want
to find areas of difficult learning? Is it the things that you already know
a lot about? Or could it be the things about which you have lots of
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uncertainty and for which there is lots of ambiguity? Our argument is
that organizations and their leadership have been consciously moving
towards a constructive approach to ambiguity and letting go of cer-
tainty. Heading into areas that are frighteningly ambiguous and uncer-
tain requires a high capability from a leader and organization to do the
necessary difficult learning. If you can learn to make the most of a
situation that other organizations shrink from and are not paralysed by
fear of failure, you will have created competitive advantage. Although
the e-commerce world is awash with examples of failed dot-com start-
ups, there are still some very successful ones who are now thriving. For
the most part the Amazons and e-Bays got into the business early and
were able to demonstrate learning in translating the ambiguity they
faced into significant business opportunities.

What are the behaviours that matter to global leaders facing high
levels of uncertainty? And how can they develop them? Our research has
identified eight specific behaviours that contribute directly in helping
leaders operate effectively when faced by higher levels of ambiguity and
consequent feelings of uncertainty. We call these behaviours enablers,
because they allow people to cope with ambiguity in the world and feel
less uncertainty while doing so. In no particular order, the eight are:

Being motivated by mysteries
Being risk tolerant

Scanning ahead

Tackling tough issues
Creating excitement

Being flexible

Simplifying

Being focused

BEING MOTIVATED BY MYSTERIES

People who are motivated by mysteries — we call them seekers — are very
curious people who are attracted to areas and problems about which they
know very little. They are often difficult to work with because they
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question a lot, they want to know what is behind things, and they are
always seeking to increase their own and other people’s understanding.
Often this exploration is of a playful nature. These people experiment,
delight in testing things, and usually want to try something different each
time they tackle a problem. Seekers are attracted by the unknown and
almost take a delight in bringing the unknown into everyday activities.
You thought you were going to a meeting to agree the new sales plan,
but actually you end up in a debate about how the product could be
modified and how a new market could be explored. Seekers seem to get
energy from not knowing; the less they know the more energy they put
into finding out. Even though they have a solution, they will look for a
second solution, and another.

The entrepreneur James Dyson is a seeker. In struggling to make a
vacuum cleaner that did not require a paper or cloth bag, he made
more than 5000 prototypes before finally achieving the level of perfor-
mance for which he was searching. Having made his first production
model he carried on developing and that curiosity to improve on what
was already improved continues to this day. Seekers are drawn in-
stinctively to the edge of their knowledge rather than the centre of it.
For this reason we believe that being motivated by mysteries may well
be one of the fundamental skills underlying the ability to handle ambi-
guity and uncertainty. These habits seem to be built in at an early stage.
Think back to when you were at school and you were offered ‘facts’ by
your teachers. Was your instinct to accept them, learn them, move on
to the next thing? Or did you question? In today’s information-
drenched society, who knows if the information you’re being oftered is
true, partially accurate or completely wrong? Seekers are prepared to
leave their comfortable and safe centre ground of accepted ‘truth’, and
are therefore more likely to discover what the real situation is.

How Do You Enhance Your Seeking Ability?

B Deliberately take on a project or a task that is outside your area
of expertise. Choose something that is not too high a risk for
your first experiment, so that you don’t need to worry too much
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about a completely successful outcome. When you face some of
the unknown aspects of the project, make time to ask yourself
why you find these things worrying. How could you make them
more interesting, even enjoyable? What is it you are reacting to?
If you can understand the process, you are well on the way to
finding a way of more effectively facing the unknown.

B Relearn to question. Ask the question ‘why?’ as often as you can.
Model yourself on the way children behave, particularly small
children who are very good at asking deep and insightful ques-
tions. Children for the most part seem not to be worried by
mysteries, in fact they seem to be attracted to them. See if you
can be a little more child-like (not childish) in your behaviours.

BEING RISK TOLERANT

People who are risk toleraters can take decisions when necessary, de-
spite incomplete information. They have learned to tolerate the risk of
failure. They don’t hamper themselves by the fruitless pursuit of data
that will never provide them with what they need. These are not
people who are unaware of the risk in their decisions; quite the reverse.
They are acutely aware of the risks they are taking, but are comfortable
with doing so in order that decisions can get made and progress can
continue. It is a curious commentary that many societies now —
particularly in the West — have chosen to move towards legislation and
litigation in order to reduce risk. Yet the same citizens protected by
their litigation voluntarily seek extreme sports to increase the apparent
risk in their lives. Perhaps we all have a preferred level of overall risk
under which we wish to live?

How Do You Improve Your Risk Tolerance?

B Usually people who are poor at risk tolerance ‘cushion’ them-
selves by demanding huge amounts of data before they will make
a decision. If you are one of these people, then think back over a
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recent decision you made that turned out well, and using
hindsight analyse exactly how much information was really
needed to make the decision — go for the minimum. If a similar
decision is needed in future, what is the least information you
could ‘get away with’ to make a reasonably certain outcome?

B Try making a decision purely on gut instinct. We know that
feels uncomfortable, but try it nonetheless. If necessary, make
your gut instinct decision tuck away the answer and go about
your normal decision process. Once the decision has been made
and you are in a position to assess its effectiveness, go back and
assess your gut decision. How close were you? If you regularly
compare your gut instinct with the more formal process, you
will find that there are many occasions when your gut instinct
was at least as good and much faster. How will you know when
to use your gut instinct in future?

SCANNING AHEAD

People who are scanners link two skills. They gaze into the future and
imagine the possibilities of a new idea or a new product, but they also
drill deep: they are curious about the implications of a new idea and
what that may do to what they already know. By drilling deep they can
ask penetrating questions of people who know much more than they
do about a particular subject. When you give up technical mastery over
a given area, followers will know more about the technical aspects than
you will. In a sense they have worked through the logic and applied it
at a different level. We know of one top manager in a global publishing
organization who when hearing presentations from members of his
division, hardly ever hears the whole presentation through before in-
terrupting with brilliant questions about the implications of what has
been told so far. His staff acknowledge that sometimes it is a little oft-
putting — even irritating — but they are just as often impressed with the
depth of this executive’s perception and the quality of his questions. He
always improves the debate when he is present.
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Scanners are curious and inquisitive, and also they are aware of
what has and what has not happened. They have a tendency to make
connections between apparently disparate areas and then integrate what
they know into a new concept, product or idea. Sherlock Holmes had
that uncanny knack of probing deeply for data that was available, but
then was also able to spot the absence of data — the dog that didn’t bark
— and appreciate its significance. Scanners can also be disturbing be-
cause they have ideas that may not fit into current thinking and they
are not ashamed of them. In fact, they are prepared to argue a very
coherent logic based on a complete supposition.

How Do You Improve Your Ability to Scan Ahead?

B When turning out an old filing cabinet, or reviewing old files on
the hard disk, have a look at what you and others were saying
five years ago about the future of your organization. How did it
actually work out? How accurate were your predictions? Now
make some predictions for the next five years. Keep and review
them from time to time. Compare your ideas with your
colleagues.

B Take an assumption about your organization, perhaps one that is
somewhat far fetched, and then work through the logic of what
lite would be like if that assumption were to occur. Assume an
interest rate of huge proportions, or perhaps the invention of a
new product by a competitor. What would your organization
do? What would you do? It is by practising thinking through the
unthinkable that you become more flexible in both drilling deep
and scanning ahead.

TACKLING TOUGH ISSUES

The chief executive of a major UK public regulatory body was speaking
at his retirement. ‘I just loved the fights,” he said. ‘I think it’s great when
people are challenging us and we can challenge them back.” Certainly his
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tenure as chief executive was not without incident, and yet he could
never be accused of ducking a situation or trying to smooth things over
rather than resolving them. He was excellent at tackling tough issues,
especially those where the solution was not apparent to anyone at the
beginning of the process. He was a tenacious challenger and although he
didn’t spend his entire life fighting, certainly it was one of the attractions
of the job that there would be continual challenge both to him and from
him. He was seen by his colleagues as rather a gentle man, a person who
could be very gracious and extremely polite. However, when a conflict
arose he was the man to be there. Organizations need tenacious chal-
lengers, both to apply themselves inside the organization where old
customs tend to get enshrined and not reviewed and challenged, but also
outside the organization where new ideas, new opportunities and new
threats are continually being presented.

Tenacious challengers know that they are going to face many
setbacks and unforeseen problems on the way. They have some kind of
in-built sense of determination and perseverance that allows them to
keep going when other people have decided it is not worth the effort.
Of course, when overdone, this can seem like obsessive behaviour. At
times it is often difficult to make a distinction. The hallmarks of a
tenacious challenger are when the going gets tough the motivation
increases, and they really do view every problem as an opportunity.

How Do You Enhance Your Ability to Tackle Tough
Issues?

B You have probably tackled a number of tough issues in your
time already. Make a list of some you can think of and then
review what was it that allowed you to be so tenacious and
tough in those situations, compared with some equivalent situa-
tions where you have felt you were less tough.

B Are there problems or issues in your organization that are recog-
nized by many but voiced by no one? The unmentionables?
What would be the action steps that would be needed to get
some of the unmentionables mentioned? And then tackled?
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CREATING EXCITEMENT

We have always known that people in leadership roles have had consider-
able personal energy. High levels of responsibility are burdensome and
energy 1s needed to keep leaders working through long days and wilting
travel schedules. However, in these times of greater ambiguity our re-
search has demonstrated that effective leaders in areas of ambiguity must
also be part of the supply of energy into the system. They are people who
energize other people too. These effective leaders invigorate the rest of the
team. Why is this so important? Handling uncertainty is often quite te-
dious. It involves doing a great deal of trial-and-error work, which can be
extremely boring. Just for an instant, imagine that you have arrived in a
city where you don’t speak the language, you haven’t got a map and you
can’t find a taxi. But you must find a particular road. You’ve got to do a
lot of trial-and-error walking. It’s the same when facing uncertainty. You
need to do a lot of walking to find the road you are looking for. Much of
that walking is tedious, so the leader who can make it more fun for the
people in the organization, who can bring a sense of enthusiasm, fun and
energy to the task, is much more likely to get the task done well.

How Can You Be Better at Creating Excitement?

B Review what makes you enthusiastic. Sit down and think about
when you get really enthusiastic. Ask your colleagues. Now do
an analysis of yourself. Why are you enthusiastic about some
areas, but not others? How can you broaden the range of areas
about which you can generate enthusiasm? Don’t forget, we’re
not asking about your own personal energy, but where you can
enthuse other people to be as energetic.

B Think of some people who have invigorated you. How did they
do it? What were they doing? Could you borrow some of their
ideas or styles?

BEING FLEXIBLE

Anyone can be randomly flexible, but the person who is confidently
flexible is the kind we are talking about here. People who are the most
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confident when the need for flexibility arises are usually those who
have had the greatest range of experience. They’ve been in large and
small organizations, they’ve started businesses, they've closed busi-
nesses, they’ve been experts, they’ve been generalists. They’'ve worked
for great and for lousy managers. Contrast these people with other
equally intelligent and able managers who have only worked for one
boss in one organization, doing one thing. Who would you bet on to
find the more appropriate and flexible response for a new situation? But
these people are not just flexible in themselves, they are able to per-
suade other people who are involved in the situation of the need for
flexibility too. People who are flexible in this way do not have an
internal sense that there is ‘only one right solution to any problem’.
Because they can shift their approach when necessary, they are also able
to admit their own mistakes when they make them. They acknowl-
edge what has worked and what hasn’t worked, and learn from that.
They also acknowledge the importance of other people’s ideas.

How Do You Learn to Be More Flexible?

B Find an issue that is of relatively low importance. Now work
with someone else to come up with a different solution from the
one you would normally use. It doesn’t matter how the dif-
ference emerges. Now implement that solution and look at the
results. Review for yourself how it feels to do something dif-
ferently from the way you would normally tackle it. What can
you learn? How could you apply what you have learned?

B Watch how other people sell the need for change. When some-
one is trying to persuade you, what methods are they using?
What works? What doesn’t? Let someone persuade you on a
matter that is relatively trivial. How does it feel?

SIMPLIFYING

With organizations and events moving faster and faster, with life be-
coming more complex and with greater uncertainty, the person who
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can convey their ideas simply, clearly and briefly is going to have a head
start over the rest. People who are good at presenting ideas simply (and
we don’t mean simplistically) but with the necessary depth usually have
three aspects to their simplifying ability:

B They are good at understanding the fundamentals, the essence of
something.

B They are good at clarifying a message so that it is in the right not
the wrong order.

B They can act as interpreters, using symbols and metaphors and
images that resonate with their particular audience.

People who can simplify in all three areas are going to take complex
and confusing ideas and present them in a way that makes them quickly
understandable to a wide audience, thus speeding acceptance and im-
plementation of novel ideas. (See the top right box in Figure 9.2.)

One of the great tests of simplifiers is whether a child could
understand what they are talking about. Try this test. Imagine you are
going to explain to a group of 11-year-olds the strategy of your organ-
ization. Could you do it? Our suggestion is that unless you can find a
way of explaining those things so that 11-year-olds can understand
them, we wonder if you are clear enough yourself. Certainly we won-
der if all of your colleagues are as clear as they need to be.

Let us be clear, when we talk about simplifying we are not talking
about sound bites. The sound bite scrapes a thin layer from a deeper
argument and presents itself as the complete argument simplified. It
often has the reverse effect: it can obfuscate as often as it illuminates.

Simplifiers are able to get to the essence of something. They can
communicate it to others in a simple way that is appropriate to aid the
listener in a deeper understanding of the subject.

How Do You Improve Your Ability to Simplify?

B Rewrite an important memo as a telegram in 25 words or fewer.
It’s going to be hard, we know, but keep working at it until you
get it down to that magic 25 words.
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B Ifyou have to present an idea to people, tell it as a story, not as a
set of bullet points. Use the normal conventions of story telling
with a beginning, a middle and an end, possibly also a moral. Ask
your audience how they felt about hearing the thing as a story
rather than as a series of overhead bullets.

B Before you write your next report, spend a moment phoning
two or three of the report’s customers — the readers. Ask them
what questions they want answered in their report and how they
would like those questions phrased. Do your best to incorporate
their wishes in your report.

BEING FOCUSED

Focusers are able to keep an eye on a few specific objectives, no matter
what else may be going on. In the modern organization with so many
priorities and so many concurrent activities, people who can focus on
what the real issues are can become very valuable. Trevor Bayliss, the
British inventor and entrepreneur, spent 12 years perfecting a clock-
work radio. He was interested in many other things as well, but those
12 years spent developing and finding markets for a product demon-
strate a considerable level of focus. In the beginning no one believed
that there was a market for a clockwork radio, yet in countries where
reliable supplies of electricity are unavailable there has turned out to be
a huge market. In the US, Corning Glass executives talk about the
‘critical few’, their constantly reviewed list of four or five key issues,
the key strategic tasks and initiatives that everyone in the organization
must be aware of and must in some way subscribe to.

Of course there is a downside. The person who is over-focused
can be accused of being narrow and blind to other possibilities. Much
like the tenacious challenger, they can be perceived as obsessive. We
wouldn’t want to deny the difficulty of being focused as well as behav-
ing flexibly and being curious and motivated by mysteries. However,
the effective leader of a global organization, facing unprecedented lev-
els of uncertainty and ambiguity, must balance all of these skills.
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How Do You Become Better at Being Focused?

B Go back over a project or assignment you have recently completed.
If you could start the whole thing again from the beginning using
the benefit of hindsight, where would you focus your energy and
attention? Was it where you put your energy initially? Have you
learned something by doing the project that would allow you to
know where to focus your attention more efficiently in future?
Review a number of your projects, activities and tasks, and see if
you can identify a pattern of how you tend to focus when faced
with the problem for the first time, and how you would shift that
focus when you review it with the benefit of hindsight.

CONCLUSION

Global leadership is never going to be easy. It is always going to be filled
with contradictions, difficulties and challenges. It demands special people
with special skills if it is going to be done well. The key discovery from
our own research is that there are skills for handling uncertainty. These
skills are not unknown but are not widely known or practised. All of the
eight enablers we have described have been utilized by leaders in the
past, but typically have not been explained to people wishing to emulate
their skills or learn to be better leaders for themselves. These are private
skills that tend not to be passed on from one leader to the next. They
seem to be discovered anew each time. Perhaps we can now acknowl-
edge that the skills of handling ambiguity need no longer be hidden.

In our view, as organizations are facing greater levels of ambiguity
it is not just the few select leaders who need to deploy these skills, but
everyone in the organization who needs to be enabled to handle
ambiguity.

To lead their organizations into the unknown and create success
by methods and routes that are as yet undiscovered, global leaders will
need to lead their organizations effectively towards uncertainty. This
ability to define that uncertainty and make it attractive and inhabitable
for their organizations is perhaps the most important clarity of all.
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GRIPPING THE ROAD TO
GLOBALIZATION:
DEVELOPING LEADERSHIP
COMPETENCIES AT PIRELLI

n Chapter 1 we introduced the ‘six-ball’ model for global organ-

izations, which delineated the key components of strategy, organiza-

tion, process, culture, learning and leadership. We argued that to be

considered a global organization, any organization would have to have

developed global strategies, a structure for globalization, globally

focused processes, a global culture and a global leadership style. In

terms of the latter dimension, we posed a number of questions that

organizations wishing to be truly global would have to ask. These

included:

B Have you created a clearly defined cadre of global leaders or a
global leadership system within the organization?

B Are your global leaders looking forwards or backwards?

B |5 your leadership style aligned to both your global competitive
environment and to your local market requirements?

B To what extent is your global leadership style clearly communicated
throughout the organization and owned by employees worldwide?

B Are your leaders open to feedback and change from anywhere in

the globe?
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Chapters 8 and 9 considered aspects of these questions from a theoreti-
cal and a general perspective. In this chapter we will take a practical and
specific approach by considering in detail how one such large organiza-
tion has begun to consider and deal with these questions and the
interaction between leadership and the other organizational compo-
nents. We will examine how Pirelli is attempting to improve its global
leadership capability through a worldwide leadership initiative.

THE PIRELLI GROUP

The Pirelli Group (Pirelli S.p.A.) is headquartered in Milan, Italy. The
group is divided into two business sectors: cables and systems, and
tyres. Cables and systems accounts for around 51 per cent of total sales,
while tyres accounts for 49 per cent. Worldwide sales are distributed as
follows: Europe 55 per cent (of which Italy is 15 per cent), North
America 14 per cent, Central and South America 22 per cent, and
Australia, Africa and Asia 9 per cent. Pirelli has around 70 factories
worldwide and has affiliated companies in around 20 countries. The
total Pirelli workforce is around 40 000 employees (Pirelli, 1999).
The Pirelli mission statement includes the following:

In all parts of the world, tyres and cables are essential to national economies in
the areas of transportation of people and goods, and transmission of energy and
information. Pirelli’s business is centred on those key markets in which we are
among the world leaders and innovators.

For more than a century we have grown as a truly multinational corpora-
tion, deeply rooted in local markets throughout the world and building upon
our two core product sectors.

Our technological and research capacity in terms of professional skills and
resources will continue to be a great source of our strength. This, coupled with
close involvement with customer requirements, enables us to manufacture and
market good value, high quality products and to operate successfully from our
bases around the world.

The cables and systems sector has around 17 000 employees in 52 plants
in 19 countries and over US$3 billion in annual sales. In recent years
Pirelli has grown the business by acquisition or merger, including the
acquisitions of the energy cables divisions of Siemens and Metal
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Manufacturers, Australia as well as the merger with BICC. Pirelli pro-
duces and markets a series of integrated components (products, systems,
engineering and installations for global turn-key projects) for customers
in the telecommunications and power transmission sectors.

The tyre sector has 21 factories and around 21 000 employees in
Argentina, Brazil, Germany, the UK, Italy, Spain, Turkey, the US and
Venezuela, as well as a marketing network covering over 120 countries
around the world. Pirelli is one of the world’s top six tyre manufac-
turers with sales of over US$3 billion. Pirelli Tyres produces tyres for
cars and motor cycles (standard, high performance and motorsport) and
tyres for trucks, buses, agricultural vehicles and earthmovers.

THE PIRELLI LEADERSHIP PROGRAMME

In 1999 the Pirelli Group launched a worldwide leadership initiative
entitled ‘Effective Leadership: A Path for Development and Improve-
ment’. This was organized by the group management development
function at group headquarters in Milan, but was to be rolled out in
affiliates and subsidiaries worldwide during 2000/2001. The leadership
initiative was to be co-ordinated by Professor Bruce Avolio of the
Centre for Leadership Studies, University of Binghampton, New
York, co-author of the ‘Full Range Leadership model’, one of the most
researched and validated leadership models in the world today (Bass
and Avolio, 1998). Local consultants were sourced in each of the
countries in which Pirelli operates based on either their skills in leader-
ship training and coaching and/or their familiarity with the Full Range
Leadership model. Pilot programmes were run in Italy using both US
and Italian consultants and then training workshops were held in Milan
for selected consultants who were unfamiliar with the model. The
Leadership Path was rolled out into the affiliate companies. For the
purpose of this chapter we will examine in more detail the roll-out
process in the UK.

What were the reasons behind the decision to launch this leader-
ship initiative? First, and perhaps most importantly, were the strategic
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and environmental pressures facing Pirelli businesses. For example, the
tyre business faces massive competition on a global scale. On the one
side the customer base, the global car companies, demands reduced
prices, forcing cost cutting and reduced margins, constant technologi-
cal improvement and increased integration into their own businesses in
terms of modularity of supply. Here tyre companies will increasingly
have to agree to supply integrated modules of tyres and wheels and
perhaps even brake assemblies or axles. On the other side are increasing
numbers of low-cost Far Eastern competitors who are making inroads
into the basic tyre market as well as gradually improving their tech-
nological capabilities. In order to meet these pressures, the major west-
ern manufacturers (Bridgestone/Firestone, Michelin, Goodyear,
Continental and Pirelli) will, in some way, have to transform the
industry in order to compete successfully.

Pirelli has gone some way towards achieving this transformation
via the forthcoming launch of its ‘Modular Integrated R obotised Sys-
tem’ (MIRS), which analysts predict will revolutionize the industry.
MIRS reduces production costs per tyre and through total automation
of the tyre-making process improves productivity by up to 80 per cent.
An additional advantage is that its small scale will free the industry from
the confines of large-scale production and will allow tyre production to
be done alongside car assembly lines.

Coincidental with this technological revolution Pirelli is also seek-
ing a revolution in leadership. It argues that the new strategic demands of
the marketplace require new leadership skills and approaches and admits
that some of the old leadership styles will not work in the future en-
vironment. Pirelli acknowledges that the current standards of leadership
in the group need improvement and the senior management team in
Milan is convinced that leadership is a key lever for the achievement of
future business success in a changing marketplace.

As Warren Bradley, director of personnel for the UK tyre oper-
ations, put it:

There is no doubt in my mind that the longer-term survivors in many of our UK
and global industries will be those that achieve real competitive advantage
through the actions and behaviours of their managers and leaders. In many cases,
this means shaking off the traditional approaches that may have worked well in
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the past, and installing those that will rapidly develop and transform our organ-
izations to meet the emerging demands of the global market.

Thus, based on a successful pilot project in Italy, the group decided to
involve all Pirelli managers worldwide in a training path aimed at
strengthening their skills in leadership and at establishing a common
framework of appropriate leadership behaviours across the whole
group. This was to be achieved by encouraging a process of reflection
by managers on their own leadership styles based on 360° feedback
from bosses, colleagues and subordinates.

Martin Hughes, training and development manager, Pirelli Tyres
(UK), commented:

Line managers regard the leadership initiative as a continuous development

process, aimed at bringing about a change in their leadership style. It was

important that they recognized the strategic importance of the programme and
not to view it as an isolated training event.

THE FULL RANGE LEADERSHIP MODEL

The ‘core’ of the Pirelli Leadership Path is the Full Range Leadership
model (Bass and Avolio, 1998; Avolio, 1999). Bernie Bass, perhaps the
doyen of leadership research, was one of the first to argue for a new
transformational style of leadership to replace transactional forms. Put
simply, transactional leadership encompasses fairly traditional man-
agerial styles where managers or leaders gain compliance and perfor-
mance by either offering rewards or punishing deviations from
standards. These styles are useful for stable-state situations, but are less
useful for organizations undergoing environmental turbulence or rapid
change. Here transformational styles are required. Transformational
leadership involves the provision of a compelling and clear vision; the
mobilizing of employee commitment through personal identification
and involvement; and the institutionalization of organizational change.

The Full Range Leadership model, as the name suggests, attempts
to depict the whole range of leadership styles, from non-leadership to
the more transformational styles (see Figure 10.1). The leadership styles
identified are as follows (and see Figure 10.2):
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Figure 10.2 The Full Range Leadership model 2.

B Non-leadership — laissez-faire

B Transactional leadership — management-by-exception (passive);
management-by-exception (active); contingent reward

B Transformational leadership - individualized consideration; intel-
lectual stimulation; inspirational motivation; idealized influence
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Laissez-faire

The laissez-faire leader is essentially a non-leader. This type of manager
tends to withdraw from the leadership role and offer little in terms of
either direction or support. They are often ‘absent’ or indifferent to the
needs of their followers. As a result, followers are often in conflict with
each other regarding roles and responsibilities, try to usurp the leader’s
role, or seek direction and vision from elsewhere in the organization.
Key indicators of this style would be:

B Avoids making decisions.

Abdicates responsibilities.

Diverts attention from hard choices.
Refuses to take sides in a dispute.

Lets others do as they please.

Shows lack of interest in what is going on.

Is disorganized in dealing with priorities.

Management-by-Exception (Passive)
Management-by-exception (MBE) refers to the process of paying at-
tention to the exceptional rather than the normal. Thus MBE leaders
tend to be relatively laissez-faire under normal circumstances, but take
action when problems occur, mistakes are made, or deviations from
standard are apparent. Passive MBE leaders only intervene when the
exceptional circumstances become obvious. Thus they tend to have a
relatively wide performance acceptance range and poor performance
monitoring systems. Key indicators of this style would be:

Takes no action unless a problem arises.

Avoids unnecessary changes.

Enforces corrective action when mistakes are made.
Places energy on maintaining the status quo.

Fixes the problem and resumes normal functioning.

Management-by-Exception (Active)
In contrast, the active MBE leader pays very close attention to any
problems or deviations and has extensive and accurate monitoring and
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control systems to provide early warnings of such problems. Followers
subject to this style often learn to avoid mistakes by ‘burying’ them.
MBE-A is negatively related to innovation and creativity in the organ-
ization. Even when done well, this style only tends to produce perfor-
mance of a moderate standard. Key indicators of this style would be:

Arranges to know if something has gone wrong.
Attends mostly to mistakes and deviations.
Remains alert for infractions of the rules.

Teaches followers how to correct mistakes.

Contingent Reward

Contingent reward (CR) is the classic transactional style. Here the
leader sets very clear goals, objectives and targets and clarifies, either
openly or by inference, what ‘rewards’ can be expected for successful
completion. By rewards we do not simply mean financial or pecuniary
rewards, not least because many managers have little ability to offer
monetary bonuses or to vary salary levels. Rewards in this case refer to
the whole range of non-financial rewards, ranging from the more
tangible (extra holiday, preferred work, time off) to the less tangible
(praise, visibility, recognition). The CR leader then monitors perfor-
mance and provides (or exchanges) the reward and recognition if the
performance targets are met or exceeded. If done successfully, this style
will produce performance at the required levels. In eftect, followers
will perform up to the objectives and targets that are specified.
However, to get employees to ‘walk that extra mile’ it is necessary to
use the transformational styles. Key indicators of this style would be:

B Recognizes what needs to be accomplished.

B Provides support in exchange for the required effort.

B Gives recognition to followers when they perform and meet
agreed objectives.

B Follows up to make sure that the agreement is satisfactorily met.

B Arranges to provide the resources needed by followers to
accomplish their objectives.
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Individualized Consideration

Individualized consideration (IC) is the first of the ‘transformational’
styles, or the 4 Is as they are often known. The IC leader demonstrates
concern for followers, treats them as individuals, gets to know them
well and listens to both their concerns and ideas. When managers are
asked to relate the behaviours exhibited by their best leader to date, the
majority list some form of this style at the top of their list. Key indica-
tors of this style would be:

B Recognizes differences among people in their strengths and
weaknesses, likes and dislikes.

Is interested in the well-being of others.

Is an ‘active’ listener.

Responds to followers with minimal delay.

Assigns projects based on individual ability and needs.
Encourages a two-way exchange of views.

Keeps followers informed.

Promotes self-development.

Intellectual Stimulation

Intellectual stimulation (IS) essentially involves the leader stimulating
the followers to think through issues and problems for themselves and
thus to develop their own abilities. It is a style that parents often use
with their children, but is often less frequent in organizations where
many managers favour a ‘telling’ approach to a questioning one. Key
indicators of this style would be:

Re-examines assumptions.

Recognizes patterns that are difficult to imagine.

Is willing to put forth or entertain seemingly foolish ideas.
Encourages followers to revisit problems.

Creates a ‘readiness’ for changes in thinking.

Creates a ‘holistic” picture that is imaginative.

Modifies the context to support the vision.

Encourages a broad range of interests.

Encourages followers to use intuition.
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Inspirational Motivation

The inspirationally motivating (IM) leader has the ability to motivate
followers to superior performance. Such leaders tend to be able to
articulate, in an exciting and compelling manner, a vision of the future
that the followers are able to accept and strive towards. Such leaders
can also often succeed in elevating the expectations of followers so that
they achieve more than they, or others, thought they could do. Key
indicators of this style would be:

Re-examines assumptions.

Recognizes patterns that are difficult to imagine.

Is willing to put forth or entertain seemingly foolish ideas.
Encourages followers to revisit problems.

Creates a ‘readiness’ for changes in thinking.

Creates a ‘holistic” picture that is imaginative.

Modifies the context to support the vision.

Encourages a broad range of interests.

Encourages followers to use intuition.

Idealized Influence

The final I stands for the leader who has become an idealized influence
(IT) or ‘role model’ for those around them. Such leaders are regarded as
a role model either because they exhibit certain personal characteristics
or ‘charisma’, or because they demonstrate certain moral behaviours.
Such leaders are often seen as being high on morality, trust, integrity,
honesty and purpose. Key indicators of this style would be:

Has demonstrated unusual competence.
Engenders faith in followers.

Celebrates followers’ achievements.

Appeals to the hopes and desires of followers.
Creates a sense of empowerment.

Addresses crises ‘head-on’.

Demonstrates a high activity level.

Uses power for positive gain.
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B Eases group tension in critical times.
B  Shows dedication to followers.
B Offers radical solutions.

Bass and Avolio (1998) point out that all managers and leaders will
exhibit all of these styles. There are times when all of us exhibit
laissez-faire behaviour. Thus this approach is not simply a typology,
but what counts is the frequency with which we exhibit these be-
haviours. Detailed research has looked at the effectiveness of each of
these styles (Avolio, 1999). Many studies correlate the presence of
these styles with the performance of the leader. Obviously these
correlations can run from a totally negative correlation (—1.0) through
the absence of correlation (0.0) to a totally positive correlation (+1.0).
A meta-analysis by Coleman ef al. (1995) found the following correla-
tions from 27 studies:

Transformational (IC, IS, IM, II) + 0.45-0.60
Transactional (CR) +0.44
Management-by-exception (active) + 0.22
Management-by-exception (passive) + 0.13
Laissez-faire - 0.28

Thus ideally a leader’s profile should show higher scores on the trans-
formational styles and lower scores on the management-by-exception
styles and laissez-faire. Or, to put it another way, good leaders engage
in the transformational styles more than they do the transactional or
non-transactional styles (see Figure 10.3).

This model and the associated styles were developed from de-
tailed research and by a process of factor analysis. The Multifactor
Leadership Questionnaire (MLQ) was then developed and validated/
tested to measure the Full Range Leadership behaviours. Recent
research has shown that leaders who are rated high on the MLQ
transformational items perform better as leaders on the job. An ex-
ample of such a study was recently conducted in the Israeli Army with
platoon commanders. Research has also shown that managers can be
trained to improve their ability to engage in the transformational
leadership styles (Dvir, 1998).
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Figure 10.3 Contrasting Full Range Leadership profiles.

THE PIRELLI TYRES (UK) PROGRAMME

We can now examine how the Pirelli Leadership Path was rolled out
into the local affiliates by looking in more detail at the process in the
UK. Having decided to roll out the Leadership Path in early 2000, and
thus becoming the first Pirelli business in the UK to do so, Pirelli Tyres
(UK) had to select a partner supplier. Full Range Leadership Limited
(www.fullrangeleadership.com) was chosen after tender, partly because
of its extensive experience in using the chosen leadership model. Pirelli
Tyres (UK) worked with Full Range Leadership to design a pro-
gramme structure that would mirror the overall Pirelli leadership path
while being tailored to local conditions and needs (see Figure 10.4).
The programme began with a series of launch briefings lasting
between one and two hours each. These were held at both Burton
(Pirelli Tyres’ headquarters) and at Carlisle, where the main factory is
located. The launch briefing for the senior management team was
facilitated by the external consultant, while subsequent briefings were
facilitated by Pirelli HR staff. The briefings were used to explain the
structure of the leadership initiative and to issue the Multifactor
Leadership Questionnaires (MLQs), which managers were to complete
themselves as well as getting their bosses, colleagues and subordinates to
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Figure 10.4 The Pirelli Leadership Path.

complete them. Time was taken to assure managers about issues of
anonymity and confidentiality. The contract between Pirelli and Full
Range Leadership specified that the MLQ forms would be faxed dir-
ectly back to Full Range Leadership by individual raters. In this way
the MLQ forms would not be seen within Pirelli Tyres and individuals
could be assured that their evaluations had not been seen by the man-
ager whom they were evaluating. Also the final individual reports for
managers were only to be supplied to the managers concerned. The
agreement with Pirelli specified that all Pirelli would receive would be
a group report that contained only anonymous aggregate data.

The initial reactions to the Leadership Path were varied. Some
appeared to take it in their stride and appeared unfazed by the pros-
pects. As one senior manager put it:

My reaction was ‘Oh, here’s another initiative’ — and you pigeonhole it for a
while until you get to hear more about it. And then as you learn more about it
your interest and involvement increases and you pick it up from there.

Others were more sceptical. Pirelli Tyres has downsized markedly in
recent years and some wondered whether this initiative could perhaps
be connected with yet another round of reductions. Others felt that
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they had seen a number of similar initiatives, but this one seemed to
have some unusual features. As one junior manager explained:
I was surprised that all the managers were going on it. That was something that

Pirelli hasn’t done before. It was refreshing to see everybody, from the top to
junior managers, going through the process. That was a surprise.

After a suitable gap to allow for processing of data and the production
of individual reports, a series of six workshops was held in both Derby
and Carlisle in 2000, attended by a total of 87 Pirelli managers. These
workshops were two days in duration and in outline terms focused on
exploring the Full Range Leadership model on the first day and receiv-
ing 360° feedback from the MLQ on the second day.

THE WORKSHOPS

The workshops began by using strategic tools to analyse the competi-
tive environment of Pirelli Tyres (UK). This was extremely important
in the overall design of the workshops. It was seen as essential to link
the leadership styles to the strategic realities of the business, rather than
let it be seen as just another HR initiative. Thus the trainers used a
number of common strategic tools, including PEST (political, econ-
omic, social and technical factors) analysis, five forces analysis and
turbulence models, to involve the participants in analyses of Pirelli’s
external environment and competitive pressures and threats. The out-
put of these exercises was an understanding of the turbulent nature of
the competitive environment facing Pirelli and thus the need for
change-focused leadership at all senior levels in the organization. Parti-
cipants were then introduced to the Full Range Leadership model and
the concepts of transactional and transformational leadership styles,
before exploring the seven styles of the model in more detail by using
practical examples.

The second day of each workshop started with an introduction to
the concept of 360° feedback and familiarization with the format of the
MLQ report. Participants were then issued with their own 50-page
MLQ report and given time to read and digest it. They then met in
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pairs to ‘walk and talk’. Each participant reported in plenary on the
following;:

B One strength identified in their report.
B One weakness identified in their report.
B One development activity they intended to pursue.

The reactions to the MLQ report were virtually uniformly positive,
with comments such as:

‘Certainly an eye-opener.’
‘Frightening but stimulating.’
‘Enlightening feedback.’

‘Very revealing, some unexpected findings.’

As one of the most junior managers put it:

I'm not an emotional person, but I was close to tears, because out of all the
managers there I was the most junior, and yet to read the positive things my peers
thought about me left be dumbstruck. However, the report was not all positive
and it highlighted two key areas of weakness which were very useful to me.

The reactions to the six workshops were excellent, with comments

such as:
B ‘Informative and stimulating.’
B ‘Highly effective.’
B “Very useful and thought provoking.’
B ‘Relevant and beneficial.’

As Dennis Taggart, director of OE sales, put it when he reflected on

the experience:

Well, I thought it was interesting and informative. The most useful part was
probably working with colleagues. Putting us into situations where we had to
work together across functional boundaries that don’t come with the normal
routine.

Or, as Denise Williams, sales office manager, recalled:

I liked the workshop because it was informal. Normally nobody has the confi-
dence to speak up. With this workshop it was cleverly constructed so that you
could discuss situations that were agitating you at work knowing that you had
top managers there, but that it was a safe environment.
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PERSONAL COACHING

At the end of the workshops participants were offered the opportunity
of'a one-and-a-half-hour coaching interview with a specialist coach, to
be held at either Burton or Carlisle between one and three weeks after
the initial workshop. There was no resistance to this process and over
90 per cent of the participants signed up for a coaching session; in most
cases where they did not, this seemed to be the result of real diary
pressures.

The coaching sessions were designed to be the most important
and powerful part of the whole leadership intervention and this appears
to be the experience of many of the participants, despite a lack of any
clear expectations since they had never experienced the process before.
Dennis Taggart’s experience was probably quite common:

I didn’t really expect to get a lot from it. I just thought of it as a post-mortem
discussion. However, I was pleasantly surprised. The coach managed to hone in
on particular areas and was able to draw out more about what the data means,
what it could lead to and what might be done about it. As we talked things fell
into place. I could see a common thread. I was very pleased.

Others were even more positive:

I found the coaching very interesting. I found it the most interesting part of the
whole process, I really did. In a way it was also a little frightening. Here was a
guy who I had never met and after 15 minutes he knew me. It was uncanny. The
coach pointed out two or three areas to work on and also identified how I could
work on them. He was excellent. I thoroughly enjoyed the one and a half hours.

Martin Hughes comments:

The one-to-one coaching sessions were perceived by the participants as being
the most valuable part of the process. They were amazed at how well the coach
really knew them from the MLQ data. This helped them focus their action plan,
and it was not uncommon for individuals to ask the coach to contact them if an
extra slot became available.

For many the power of the coaching was amplified by the fact that it
was seen as following up on an initiative properly, something that the
organization had not always done. As Denise Williams commented:

I thought it was an excellent idea. I felt as if my coach was all for me, on my side.
She gave me some good pointers to walk away with. I needed to know if I was
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doing what a leader needs to do. I'm a new manager so I'm quite fresh and can
adapt. So I needed to know how I was doing. It was excellent timing for me and
I found it very helpful.

FOLLOW-UP ACTIVITIES

The leadership initiative of the workshop plus personal coaching
appears to have gone well, but as several participants have pointed out,
this 1s only the beginning of a longer process. Following on from the
successful launch in Pirelli Tyres, other Pirelli businesses in the UK
(Cables and Construction) began to roll out the initiative in Autumn
2000 and Spring 2001.

Pirelli Tyres discussed the best way to take the initiative forward
to the next stage and is now offering its managers short, skill-based
workshops to offer help to managers and leaders who need to improve
on their transformational styles. Workshops are being offered on a
number of topics including the following, over a two-year period, each
relating to a transformational style:

Creativity and innovation (intellectual stimulation)
Coaching and development (individualized consideration)
Visioning a compelling future (inspirational motivation)

Understanding individual differences (individualized
consideration)

Pirelli Tyres is also considering a repeat of the MLQ 360 after two
years. Perhaps Dennis Taggart best sums up the power of this initial
part of the intervention:

It was a worthwhile intervention. Time well spent. But unless we do follow it
up, then it won’t have been a waste of time, but we won’t have derived full
value. I've drawn many things from it and I still think about it now when I'm in
certain situations. I think about being enthusiastic; about trying to motivate
people; about trying to involve people. Thinking about what a situation means
to other people and what they are thinking.

Of course, as we have seen, leadership is only one of the organizational
components that have to be geared towards globalization. Even if the
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intervention is successful, the new global leadership model and be-
haviours will have to be supported by the other four ‘balls’ of the
model, that is, by global organization, global culture, global processes,
and global strategy. Pirelli is currently working in a number of these
areas to ensure that the new leadership behaviours are supported and
reinforced.

EVALUATING THE INTERVENTION: IS THE
MODEL CULTURE BOUND?

Obviously, it is too early to evaluate fully the outcome of the initiative
as it 1s still in progress. However, we can consider the initiative in terms
of its intended objectives and the likelihood of success.

Pirelli launched the initiative in order to help the organization
achieve transformation in an extremely competitive and turbulent set
of markets. Obviously, another objective was to establish a common set
of leadership competencies and behaviours worldwide for Pirelli. To
date the initiative appears successful in terms of alerting managers to the
needs for transformational behaviours. It has also successtully demon-
strated to managers that their leadership behaviours may need improve-
ment in certain areas and the follow-on work is supporting them in
developing some of these new leadership styles. If we return to the
questions we posed at the start of the chapter, we can see that Pirelli has
made progress on a number of these. It is creating, through the roll-out
of the Full Range Leadership model, a global leadership system in the
organization. As the model explicitly focuses on transformational be-
haviours it can be said to be forward, rather than backward, looking. It
is also being clearly communicated through processes of training,
teedback and coaching.

However, given that this process is being rolled out in cultures as
diverse as Argentina, Germany, Turkey and the UK, to what extent is
culture a potential barrier to this process? It is well known that many
leadership models have failed to travel cross-culturally and that con-
siderable national and cultural differences have been found in basic
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leadership behaviours. Take some of the classic leadership dichotomies,
such as:

Autocratic vs democratic
Participative vs directive

Task oriented vs relationship oriented
Structure vs consideration

Active vs passive

One can see from a number of research studies that these behaviours
are particularly suited to certain cultures and not suited to others. For
example, Haire, Ghiselli and Porter, in a classic early study (1966),
found that subscription to, and acceptance of, democratic leadership
was particularly high across the 14 countries they studied. However, as
Bass (1990) notes, compared to US managers, managers elsewhere
indicated little acceptance of what would be required for such demo-
cratic leadership, such as agreement that employees as well as super-
visors have the potential to exhibit initiative, share leadership, and
contribute to the problem-solving process in organizations (1990: 789).
Thus democratic leadership only works fully in low power distance
cultures (Hofstede, 1984). Haire, Ghiselli and Porter went on to con-
clude that introducing democratic leadership at that time (mid-1960s)
into other countries with different (high power distance) cultures
would be ‘a little like building the techniques and practices of a Jefter-
sonian democracy on a basic belief in the divine right of kings’ (1966:
130).

What about the more recent dichotomy between transactional
and transformational leadership that forms the bedrock of the Full
Range Leadership model? Is this equally culturally dependent or does it
transcend cultural boundaries? The research evidence appears contra-
dictory. Earley (1984, 1988) has noted that the contingent reward style
has some important cross-cultural difterences, both in terms of eftec-
tiveness and approach, in the American, English and Ghanaian cultures.
Similarly, Yokochi (1989) has noticed problems with this style in Jap-
anese culture. However, Yokochi also notes the close ‘fit’ for transfor-
mational styles, particularly at the higher levels of Japanese
management.
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Bass himself (Bass 1996, 1999; Bass and Steidlmeier, 1999) makes
a case for the universality of the concepts of transformational and
transactional leadership:

Although the original theory, model, and measurements emerged in the individ-
ualistic United States, it appears equally or even more applicable in the collecti-
vist societies of Asia. Collectivist cultures provide the leaders with ready-made
opportunities to become transformational leaders. Most subordinates in collecti-
vist cultures already have respect for their leaders. Transformational leadership is
more likely to be enhanced further by the centrality of work in life and the high
level of group orientation among followers. (Bass, 1999: 16)

Bass also argues that what distinguishes transformational leadership is
the ‘moral core’ that sets it apart from mere lists of leadership or
managerial behaviours:

The point is this: for transformational leadership to be ‘authentic’, it must
incorporate a central core of moral values. Yet the ‘practices’ (in Hofstede’s
terms) of such values are highly culturally relative. Further, even when a set of
core values, such as friendship or honesty, may be found in all cultures their
ordering and relative importance may also vary by culture . . . Rather than
simply leading to the aftirmation of ethical relativism, such global diversity of
values underscores the need of transformational leaders at all levels of human
society. At the core of all leadership . . . one finds a value core . . . Perhaps the
greatest challenge of leadership is precisely to bridge ethical relativism by forging
a platform of common values and stimulating alignment and congruence of
interests. What is required of the authentic transformational leader is not a
blueprint for all to follow but a sort of Socratic commitment to the process of
searching out moral excellence. (Bass and Steidlmeier, 1999: 210-11)

Whether we agree with Bass or not is perhaps a little academic. As he
notes, a key consideration in the ‘elasticity’ of leadership is how far you
are culturally going to stretch it. In the Pirelli case, the cultures are
probably close enough for this model to be relatively transportable.
Certainly the evidence to date appears to support that assertion.
Whether Pirelli manages to develop a truly worldwide leadership style
and approach that are acceptable to all its affiliated companies around
the world remains to be empirically tested over time.

However, the initiative does provide Pirelli with a number of
advantages. It offers a common language throughout the organization
with which to discuss and debate leadership problems and issues. This, in
and of itself, can help an organization comprised of different nationalities
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using different national languages to represent difficult conceptual prob-
lems such as leadership by using terms that everyone in the organization
understands. Second, it also provides a conceptual framework that en-
ables people to discuss potential cultural differences. For example, Pirelli
managers can now easily discuss how their approaches to ‘inspirational
motivation’ may differ slightly across cultures. Finally, it is important to
note that the Full Range Leadership model itself explicitly addresses
cultural difference and cultural sensitivity through the concept of ‘indi-
vidualized consideration’. It is explicitly acknowledged that ‘staff” will be
different and need to be led differently. In this respect, the Full Range
Leadership model is a long way from ‘one size fits all’ approaches. If in
the implementation of the training and feedback initiative, Pirelli and its
consultants continue to ‘live’ the model and use individualized consider-
ation, this will allow the freedom and space to take cultural differences
into account in terms of making the model work locally. Only if the
initiative were to be implemented in a ‘management-by-exception’ style
would the model itself become a potential barrier and be seen by other
cultures as yet another imposition from headquarters in Italy. To date,
this is emphatically not the experience of the author from his involve-
ment in the initiative.
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APPENDIX A

GLOBAL ORGANIZATION
DIAGNOSTIC QUESTIONNAIRE

Complete the following questionnaire, ideally in consultation with
colleagues, and then turn to the scoring key in Appendix B. Remem-
ber, try to describe your organization as it really is currently, rather
than as you would want it to be or as the organizational hype and
hyperbole say it is.

1. To what extent can the essence of your global strategy be described in less than five
minutes?

1 2 3 4 5
Low extent Moderate High extent

2. To what extent would you describe your organizational culture as being strong and
cohesive?

1 2 3 4 5
Low extent Moderate High extent

3. To what extent are the activities of your different strategic business units/affiliates
well co-ordinated?

1 2 3 4 5
Low extent Moderate High extent
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4. To what extent are tasks/activities requiring global integration executed efficiently
and economically?

1 2 3 4 5
Low extent Moderate High extent

5. To what extent does your organization have a common leadership style among
global senior managers?

1 2 3 4 5
Low extent Moderate High extent

6. To what extent do you proactively review any new activities in your global

markets?
1 2 3 4 5
Low extent Moderate High extent

7. To what extent do organizational members understand your organization’s global
source of sustained competitive advantage?

1 2 3 4 5
Low extent Moderate High extent

8. To what extent do you have a formalized and written statement of your organiza-
tional values?

1 2 3 4 5
Low extent Moderate High extent

9. To what extent has your organization got a clear and easily understood global

structure?
1 2 3 4 5
Low extent Moderate High extent

10. To what extent is the global quality of your products or services outstanding?

1 2 3 4 5
Low extent Moderate High extent

11. To what extent does your organization have an agreed set of global leadership

competencies?
1 2 3 4 5
Low extent Moderate High extent

12. To what extent do you know why you have been successful in your most profit-
able markets?

1 2 3 4 5
Low extent Moderate High extent
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13. To what extent does your global strategy articulate what is unique about your
organization?

1 2 3 4 5
Low extent Moderate High extent

14. To what extent is the ‘way we do things around here’ clear and similar around the
world?

1 2 3 4 5
Low extent Moderate High extent

15. To what extent do employees clearly understand the goals and purposes of dif-
ferent organizational parts of your global structure?

1 2 3 4 5
Low extent Moderate High extent

16. To what extent do employees understand the key global processes in your
organization?

1 2 3 4 5
Low extent Moderate High extent

17. To what extent does your organization train managers in appropriate global
leadership behaviours?

1 2 3 4 5
Low extent Moderate High extent

18. To what extent are you clear about why some of your global opportunities and
initiatives have not delivered value?

1 2 3 4 5
Low extent Moderate High extent

19. To what extent do your global planning processes seek to take into account
potential future discontinuities in your marketplace, environment or geography?

1 2 3 4 5
Low extent Moderate High extent

20. To what extent is your global culture future oriented and proactive in addition to
honouring past successes?

1 2 3 4 5
Low extent Moderate High extent

21. To what extent does the worldwide structure you now have anticipate your future
needs?

1 2 3 4 5
Low extent Moderate High extent
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22. To what extent are you successful in bringing new global products/services to
market more quickly than your competitors?

1 2 3 4 5
Low extent Moderate High extent

23. To what extent is the top management leadership style of your organization
oriented towards future change?

1 2 3 4 5
Low extent Moderate High extent

24. To what extent do you spot opportunities in emerging markets before your

competitors?
1 2 3 4 5
Low extent Moderate High extent

25. To what extent do your global planning processes utilize future-oriented tech-
niques such as scenario planning?

1 2 3 4 5
Low extent Moderate High extent

26. To what extent does your organizational culture encourage creativity, innovation
and learning?

1 2 3 4 5
Low extent Moderate High extent

27. To what extent are your global structures flexible enough to respond to the
changing demands both of the global economy and local marketplaces?

1 2 3 4 5
Low extent Moderate High extent

28. To what extent do you constantly benchmark process best practice both within
and outside your industrial sector on a worldwide basis?

1 2 3 4 5
Low extent Moderate High extent

29. To what extent do global leaders in your organization talk about the future rather
than the past?

1 2 3 4 5
Low extent Moderate High extent

30. To what extent can you transfer your insights about trends in one market to other
parts of your business?

1 2 3 4 5
Low extent Moderate High extent
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31. To what extent are you setting out to add new global competencies, beyond those
that already exist?

1 2 3 4 5
Low extent Moderate High extent

32. To what extent is ‘failure’ treated as feedback?

1 2 3 4 5
Low extent Moderate High extent

33. To what extent does your organization, on a global scale, have a good track record
in innovation?

1 2 3 4 5
Low extent Moderate High extent

34. To what extent do you understand what additional global processes your organiza-
tion will have to develop to succeed in the future?

1 2 3 4 5
Low extent Moderate High extent

35. To what extent do leaders in your organization seek to ‘manage the present from
the future’?

1 2 3 4 5
Low extent Moderate High extent

36. To what extent does your global organization (HQ) mobilize appropriate re-
sources when a new opportunity is spotted in a local market?

1 2 3 4 5
Low extent Moderate High extent

37. To what extent do various strategic business units within your organization share a
common strategic orientation, particularly in relation to globalization?

1 2 3 4 5
Low extent Moderate High extent

38. To what extent does the informal culture of your organization correspond with
the formal espoused culture?

1 2 3 4 5
Low extent Moderate High extent

39. To what extent does your organization have a high level of co-operation across
internal boundaries (product, country, region etc.)?

1 2 3 4 5
Low extent Moderate High extent
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40. To what extent do you invest senior management time and money in improving
the global processes most important to your future success?

1 2 3 4 5
Low extent Moderate High extent

41. To what extent does your prevailing leadership style match the informal culture of
the organization?

1 2 3 4 5
Low extent Moderate High extent

42. To what extent are your corporate staft in HQ sensitive to the cultural differences
of local markets?

1 2 3 4 5
Low extent Moderate High extent

43. To what extent is your global strategy responsive to competitor threats and en-
vironmental shifts?

1 2 3 4 5
Low extent Moderate High extent

44. To what extent does your global culture have relevance in the national cultures in
which you operate worldwide?

1 2 3 4 5
Low extent Moderate High extent

45. To what extent can your structure respond rapidly to changes in customer require-
ments on either a global or local scale?

1 2 3 4 5
Low extent Moderate High extent

46. To what extent has your organization eliminated non-essential activities on a
worldwide scale?

1 2 3 4 5
Low extent Moderate High extent

47. To what extent does your organization have a top management leadership style
that is appropriate to both global environmental and local market conditions?

1 2 3 4 5
Low extent Moderate High extent

48. To what extent have you been able to transfer local successes on to a global scale?

1 2 3 4 5
Low extent Moderate High extent
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49. To what extent is your global strategy responsive to customer needs?

1 2 3 4 5
Low extent Moderate High extent

50. To what extent do senior managers model the global behaviours you are trying to
encourage?

1 2 3 4 5
Low extent Moderate High extent

51. To what extent does your structure facilitate the implementation of your global
and/or business-level strategy?

1 2 3 4 5
Low extent Moderate High extent

52. To what extent are your global customer satisfaction levels and the quality of your
relationships with global customers constantly monitored?

1 2 3 4 5
Low extent Moderate High extent

53. To what extent does the leadership style most prevalent in the organization sup-
port the global values and behaviours you wish to encourage?

1 2 3 4 5
Low extent Moderate High extent

54. To what extent can local employees influence activities on a global level?

1 2 3 4 5
Low extent Moderate High extent

55. To what extent does your organization have a formal written global strategy?

1 2 3 4 5
Low extent Moderate High extent

56. To what extent do you spend time communicating your global culture widely
throughout the world?

1 2 3 4 5
Low extent Moderate High extent

57. To what extent do your employees have a strong feeling of being part of a global
team?

1 2 3 4 5
Low extent Moderate High extent
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58. To what extent are your global processes transparent both at the centre and at the

periphery?
1 2 3 4 5
Low extent Moderate High extent

59. To what extent do top leaders in your organization regularly communicate dir-
ectly to all staff worldwide?

1 2 3 4 5
Low extent Moderate High extent

60. To what extent do all employees understand the sources of business and technical
expertise worldwide?

1 2 3 4 5
Low extent Moderate High extent

61. To what extent can staft in your organization clearly articulate its global strategic

orientation?
1 2 3 4 5
Low extent Moderate High extent

62. To what extent do employees in your organization support your global value

system?
1 2 3 4 5
Low extent Moderate High extent

63. To what extent do strategic business units/aftiliates in your organization feel that
their contributions are recognized?

1 2 3 4 5
Low extent Moderate High extent

64. To what extent are your internal and external global processes clearly documented
(i.e. as in ISO9002 etc.)?

1 2 3 4 5
Low extent Moderate High extent

65. To what extent can your staft describe the goals of your organizational leaders?

1 2 3 4 5
Low extent Moderate High extent

66. To what extent can your customers access the best person in your organization
worldwide to solve their problem?

1 2 3 4 5
Low extent Moderate High extent
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67. To what extent does your organization encourage regular global strategic discus-
sions and conversations?

1 2 3 4 5
Low extent Moderate High extent

68. To what extent can your staft clearly describe the formal espoused culture?

1 2 3 4 5
Low extent Moderate High extent

69. To what extent do strategic business units/affiliates/product groups understand
how they link together for effective global product/service delivery?

1 2 3 4 5
Low extent Moderate High extent

70. To what extent are your staff trained to think in process terms?

1 2 3 4 5
Low extent Moderate High extent

71. To what extent are your staft satisfied with the current leadership style in your
organization?

1 2 3 4 5
Low extent Moderate High extent

72. To what extent do you have a global knowledge management system’ (IT based
or not) that really works?

1 2 3 4 5
Low extent Moderate High extent

73. To what extent do you regularly revisit and challenge your global strategy and
vision?

1 2 3 4 5
Low extent Moderate High extent

74. To what extent are personal and organizational values openly discussed in your
organization?

1 2 3 4 5
Low extent Moderate High extent

75. To what extent is ‘best practice” quickly transferred from one part of your organ-
ization to another?

1 2 3 4 5
Low extent Moderate High extent
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76. To what extent are the internal and external global processes you have now
qualitatively different to those you had in the recent past?

1 2 3 4 5
Low extent Moderate High extent

77. To what extent do leaders in your organization encourage debate, dissent and

challenge?
1 2 3 4 5
Low extent Moderate High extent

78. To what extent do the leadership of your organization (HQ) proactively seek
feedback from all parts of the world?

1 2 3 4 5
Low extent Moderate High extent

79. To what extent do you explicitly encourage ‘devil’s advocates’ to challenge the
global strategy?

1 2 3 4 5
Low extent Moderate High extent

80. To what extent has your global culture changed markedly in the last five years?

1 2 3 4 5
Low extent Moderate High extent

81. To what extent do you make changes to your global structures in light of feedback
from global customers or suppliers?

1 2 3 4 5
Low extent Moderate High extent

82. To what extent do you have customer/supplier feedback mechanisms that lead to
regular process change?

1 2 3 4 5
Low extent Moderate High extent

83. To what extent does your organization have formalized mechanisms of upward
feedback and ‘bottom-up’ communication?

1 2 3 4 5
Low extent Moderate High extent

84. To what extent do processes exist to enable a local employee to challenge the
dominant mindset of the organization?

1 2 3 4 5
Low extent Moderate High extent
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85. To what extent do you look for competitors from ‘outside the box’ (i.e. beyond
your ‘traditional’ competitors)?

1 2 3 4 5
Low extent Moderate High extent

86. To what extent do you regularly measure and monitor your worldwide culture/
climate by means of surveys or other instruments?

1 2 3 4 5
Low extent Moderate High extent

87. To what extent has your global structure been changed in recent years as a result of
customer feedback or environmental change?

1 2 3 4 5
Low extent Moderate High extent

88. To what extent does your organization regularly revisit and review business pro-
cesses using business process re-engineering (BPR) techniques or other approaches that
develop radical as well as incremental improvements?

1 2 3 4 5
Low extent Moderate High extent

89. To what extent do your global leaders receive regular feedback on the effectiveness
of their leadership style?

1 2 3 4 5
Low extent Moderate High extent

90. To what extent does your organization regularly bring in customers and suppliers
to proactively challenge your assumptions about your business?

1 2 3 4 5
Low extent Moderate High extent

Now transfer your scores to Appendix B.






APPENDIX B

GLOBAL ORGANIZATION
MODEL SCORING SHEET

Enter your scores on each question in the space provided and total each
set in the space provided.

Strategy Culture Organization | Processes Leadership Learning
1. 2. 3. 4. 5. 6.
7. 8. 9. 10. 11. 12.
13. 14. 15. 16. 17. 18.
Clarity
19. 20. 21. 22. 23. 24.
25. 26. 27. 28. 29. 30.
31. 32. 33. 34. 35. 36.
Future
orientation
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Strategy Culture Organization | Processes Leadership | Learning
37. 38. 39. 40. 41. 42.
43. 44. 45. 46. 47. 48.
49. 50. 51. 52. 53. 54.
Alignment
55. 56. 57. 58. 59. 60.
61. 62. 63. 64. 65. 66.
67. 68. 69. 70. 71. 72.
Communication
73. 74. 75. 76. 77. 78.
79. 80. 81. 82. 83. 84.
85. 86. 87. 88. 89. 90.
Feedback and
change

Now transfer your scores to Appendix C.
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GLOBAL ORGANIZATION
MODEL RESULTS SHEET

Enter your scores from Appendix B into the grid below. In our training

courses and consulting work, we use a ‘traffic light” system where a red

light indicates a potential problem area. As a rule of thumb, a score of

3—7 indicates a red light; a score of 8—10 indicates an amber light; and a

score of 11-15 indicates a green light.

To what extent

Global
strategy

Global
culture

Global

organization

Global
processes

Global
leadership

Global

learning

Have you got clarity?

Is it oriented to the
future?

Is it designed globally
and locally?

Is it communicated and
owned?

Is it open to feedback
and change?
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