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Discover the skill set - and mindset - that great global leaders must have to succeed.What is
global leadership? It turns out that many companies around the world are missing a key point:
that global leadership is distinctly different from the leadership skills needed in a domestic
operation. The global economy requires a new set of leadership skills-imbued with a global
mindset, multi-functional and effective across cultures and nationalities-that were not as critical
even a decade ago.In What Is Global Leadership?, the authors draw on cutting-edge research
conducted by Aperian Global, including first-hand interviews with successful global leaders,
which highlights ten key behaviors critical to international settings, such as cultural self-
awareness, frame-shifting, and developing "third-way solutions."In addition to providing a
detailed description of each behavior, the authors demonstrate how these can be applied in the
context of leadership development programs, executive coaching, global teams, and leader-led
action learning. Whether one is leading an entire organization, a business unit, or a
geographically dispersed team, this essential guide provides an important resource for
developing global leadership talent.

Recent financial, economic, and political turbulence has reconfirmed the importance of
leadership in distinguishing global winners from global losers. Extreme diversity of outcomes
among otherwise powerful players - banks, companies, investors, and even countries - is hard to
explain any other way. This volume provides an authoritative, engaging and readable primer on
global leadership to help explain the past and gain a sharper perspective on the future.―Ingo
Walter, Vice Dean of Faculty, Seymour Milstein Professor of Finance, Corporate Governance
and Ethics, Stern School of Business, NYUThis wonderful book addresses the hottest talent
issue facing global organizations ... a serious shortage of leaders who can work across the
world. You'll have a deep grasp of the capabilities required to lead globally. Filled with concrete
and insightful guidance, this is an invaluable resource.―Jay A. Conger, author of Growing Your
Company's Leaders and The Practice of LeadershipWell done! What I like about this book is the
emphasis on the importance of the soft side of global leadership.―Fons Trompenaars, co-author
of Riding the Waves of Culture and world authority on cross-cultural managementUnderstanding
what a global leader is, and what they do, is becoming increasingly urgent. This book does a
great job of answering these questions, combining hard science with organizational research
and case studies. An excellent resource for anyone trying to select, develop, or work with global
leaders in any way.―David Rock, CEO, NeuroLeadership GroupAbout the AuthorErnest
Gundling is co-founder and co-President of Aperian Global and author of Working GlobeSmart
and co-author of Global Diversity.Terry Hogan was a global General Manager and consultant for
20 years before joining Citi where she now works in Executive Development.Karen Cvitkovich is



Managing Director, Global Talent Development at Aperian Global where she helps clients
develop their global workforce.
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Praise for What Is Global Leadership?“This wonderful book addresses the hottest talent issue
facing global organizations … a serious shortage of leaders who can work across the world.
You’ll have a deep grasp of the capabilities required to lead globally. Filled with concrete and
insightful guidance, this is an invaluable resource.”— Jay A. Conger, Author of Growing Your
Company’s Leaders and The Practice of Leadership“Well Done! What I like about this book is
the emphasis on the importance of the ‘soft side’ of global leadership.”—Fons Trompenaars,
Managing Director of Trompenaars Hampden-Turner Consulting, is Co-Author of Riding the
Waves of Culture and a world authority on cross-cultural management“Understanding what a
global leader is, and what they do, is becoming increasingly urgent. This book does a great job
of answering these questions, combining hard science with organizational research and case
studies. An excellent resource for anyone trying to select, develop, or work with global leaders in
any way.”—David Rock, CEO, NeuroLeadership Group“Recent financial, economic, and political
turbulence has reconfirmed the importance of leadership in distinguishing global winners from
global losers. Extreme diversity of outcomes among otherwise powerful players—banks,
companies, investors, and even countries—is hard to explain any other way. This volume
provides an authoritative, engaging, and readable primer on global leadership to help explain
the past and gain a sharper perspective on the future.”—Ingo Walter, Vice Dean of Faculty and
Seymour Milstein Professor of Finance, Corporate Governance, and Ethics, Stern School of
Business, New York University“Engaging stories, interesting research findings, and worthwhile
practical recommendations make this a valuable contribution for both scholars and practitioners.
This book provides a comprehensive, insightful look at global leadership.”—Joyce Osland,
Executive Director, Global Leadership Advancement Center and Lucas Endowed Professor of
Global Leadership, College of Business, San Jose State University“What Is Global Leadership?
provides many, many fascinating vignettes and lessons learned from business leaders living and
working in a cross-cultural milieu. Though the focus is business leadership, its insights and
perspectives are equally valid to successful government, military, and non-profit leadership
across cultural boundaries. What Is Global Leadership? is an essential read for anyone who
leads cross-cultural teams or works in a cross-cultural environment.”—Bob Schoultz, Director,
Master of Science in Global Leadership, University of San Diego, Captain USN (retired) and
former career Navy SEALWhat Is GlobalLeadership?10 KEY BEHAVIORS THAT DEFINE
GREAT GLOBAL LEADERSErnest Gundling, Terry Hoganand Karen CvitkovichThis edition first
published by Intercultural Press, an imprint of Nicholas Brealey Publishing, in 2011.Hachette
Book GroupCarmelite House53 State Street50 Victoria EmbankmentBoston, MA 02109,
USALondon EC4Y ODZTel: (617) 523-3801Tel: 020 3122 6000© 2011 by Ernest GundlingAll
rights reserved. No part of this publication may be reproduced in any manner whatsoever
without written permission from the publisher, except in the case of brief quotations embodied in
critical articles or reviews.Printed in the United States of America15 14 13 12 11 1 2 3 4 5Library
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dc222011004032Ernest GundlingTo Christie Caldwell, for helping to make an idea real.Terry
HoganTo Tom and Joan Hogan: lifelong learners, global explorers, and loving parents.Karen
CvitkovichTo my father, Gary Baker, who inspires me with his deep love of learning and natural
leadership ability and to my mother, Barbara Baker, whose focus and perseverance helps me
strive to be a better leader and a better person every day.AcknowledgmentsThis book
represents a collective effort in many ways. We would first of all like to express our gratitude to
colleagues at Aperian Global who supported our work on the project. In particular, Christie
Caldwell participated in the project from start to finish over the last several years–conducting
many interviews, doing research for text examples and graphics, and contributing a rich
combination of intelligence, hard work, and humor undeterred by seemingly impossible tasks.
Lexi Rifaat gathered a number of images and figures and carried out much of the
correspondence for gaining permissions. Lyrae Myxter and Sarah Wiktorek cheerfully and
efficiently carried forward with the next steps in working with the publisher and getting the book
out to a general audience even while the authors were mired in the details of the writing process.
Jeneva Patterson and Theresa Kneebone introduced valuable client contacts in Europe and
Asia Pacific. Bryan Donnery provided timely help with the graphics. Other employees at Aperian
offered their ideas, feedback, technical support, and willingness to experiment with new
materials, including Simone-Eva Redrupp, Pamela Leri, David Everhart, Jorge Iriso, and Michael
Van Vleet.We are also sincerely grateful to the individuals who consented to have their stories
portrayed in the text: Fernando Lopez-Bris of John Deere, Diawary Bouare of CARE, Gary
Ashmore of AMD, Khalid al-Faddagh of Saudi Aramco, Gina Qiao of Lenovo, and Birgit Masjost
of Roche. We appreciate as well the participation of the executive coaches from Citi in our
training and research, along with all the other interviewees who are either not mentioned
individually by name or who asked to be depicted with a pseudonym. The hard-won knowledge
that each of you shared has been a real inspiration to us. We have done our very best to listen
carefully and to faithfully represent your comments, and hope that the experiences we depict
here are as inspirational and thoughtprovoking to readers as they have been to us. It has truly
been a privilege to speak with each of you.We would like to thank clients and friends who took
an interest in our research during its early stages and were responsible for recruiting
interviewees: Matthew Barney, Patrick Carmichael, Laura Lea Clinton, Yolanda Conyers, Greg
Cripple, Tracy Ann Curtis, Frank Edwards, Ryan Larsen, and Yi Min. Thank you very much for
believing in this project and for introducing us to so many terrific global leaders! Joann Coakley
wrote initial drafts for two of the mini-cases at the end of Chapter Eight during our work together
on a global leadership development project; we enjoyed very much our collaboration with her.
And thanks to Kevin Engholm for his patience and perseverance under pressure.Additional



companies that contributed to our research include Fujitsu, Infosys, Kohler, L’Oreal, Novartis,
Novo Nordisk, Philips, and Wal-Mart. Clients in a number of companies, conferences, and other
venues provided candid feedback to us in response to early versions of the research results that
shaped the ultimate outcome. Special thanks are due to MBA students at the Haas School of
Business at the University of California, Berkeley, and participants in a seminar conducted by
two of the authors during the Summer Institute of Intercultural Communication.Academics and
consultants who have stimulated our thinking over the years include Hal Gregersen, Rita
Bennett, Joyce Osland, Allan Bird, Mark Mendenhall, Eamonn Kelly, Morgan McCall, George
Hollenbeck, David Rock, Janet Bennett, and Fons Trompenaars. George Renwick has been
unstintingly generous in sharing his wisdom and practical support, not only with us but with an
entire field. In addition, we acknowledge our debt of gratitude to other researchers who have
gone before us and those whose work is ongoing, whether or not they are mentioned by name
here. We view this project as one contribution to a field of global leadership development that is
increasingly broad and deep, and hope that the ideas presented in this book will provide fresh
perspectives and open up new angles for discussion and debate.Erika Heilman of Nicholas
Brealey has patiently and capably supported this project since its inception, and Jill Schoenhaut
has helped to shepherd it through the editing process.Notwithstanding the efforts of so many
capable people, there may be errors or omissions in the text that the authors have missed. For
these we take full responsibility.ContentsCHAPTER ONEWhy Global Leadership? Three
Megatrends Implications for Strategy: The Need for a Global Mindset ConclusionCHAPTER
TWOWhat’s Different About Global Leadership? Leadership: Common Approaches Intercultural
Perspectives on Leadership Global Leadership Research Background: What Is Distinctive About
Global Leadership?CHAPTER THREESeeing Differences Cultural Self-Awareness Invite the
UnexpectedCHAPTER FOURClosing the Gap Results through Relationships Frame-
ShiftingCHAPTER FIVEOpening the System Expand Ownership Develop Future
LeadersCHAPTER SIXPreserving Balance Adapt and Add Value Core Values &
FlexibilityCHAPTER SEVENEstablishing Solutions Influence Across Boundaries Third-Way
SolutionsCHAPTER EIGHTTraining the Ten Behaviors Program Design: Going Global? Training
for Results Through Relationships Training for Frame-Shifting Training to Expand Ownership
Training to Develop Future LeadersCHAPTER NINECoaching the Ten Behaviors Coaching at
Citi Training Event for Coaches Coaching in a Global ContextCHAPTER TENTeaming the Ten
Behaviors Leveraging the Leadership Behaviors for Shared Vision Leadership Behaviors for
Global TeamsCHAPTER ELEVENThe Future of Global Leadership How Global Leaders Learn:
What’s Different? Defining Global Competency The Organizational Global Mindset Developing
Global Leaders: ImplicationsBibliographyEndnotesAbout the AuthorsIndexCHAPTER ONEWhy
Global Leadership?Acompelling set of underlying trends drives the current focus on global
leadership. Many companies have gone through enormous changes in recent times in response
to dynamic—bordering on cataclysmic—economic events. They have shaken up their
operations and increased, reallocated, or curtailed investments to cope with unprecedented



market fluctuation. These megatrends have created a new landscape for the world at large and
have made a significant impact on the ways companies conduct their daily business.As strategic
plans are shaped for the coming years, the task of determining global strategic priorities and
deploying limited resources has never been more crucial. The challenge for most companies,
which tend to react relatively quickly to the changing global landscape, is in getting their
employees to change as rapidly. Stale mental models dictate outmoded leadership behaviors.
The ability to deal with “multiplexity”—complexity in multiple forms—requires frequent retooling
of previous skill sets and a new or expanded repertoire of leadership behaviors. There is an
intense need for leaders who have both the vision and the skills to function effectively in a world
that is simultaneously boundaryless and replete with boundaries that mark significant
differences across a broad spectrum of business and culture: customer needs, supply chain
issues, employee motivation, competition, ethical standards, legal frameworks, standard
business practices, religious and political influences, educational systems, and so on.Three
MegatrendsAmidst the dynamic global landscape, full of uncertainty as well as clearer trend
lines, what are the key underlying currents that we need to track, and what are their practical
implications for global leadership strategy? Futurists have their own predilections and
temperaments, and they paint different scenarios as well as more general pictures of where our
planet is headed, both gloomy and optimistic.1 Some focus on technological developments and
their implications, others look at social trends, and still others analyze geopolitical forces.
Futurism provides a unique license to speculate without immediate feedback on one’s
predictions, which can only be assessed years down the road (in contrast to investment advisors
who must compete each year with monkeys throwing darts).An important piece of futurist advice
is that the years ahead will most probably bring discontinuous events that cannot be accurately
predicted based strictly upon extrapolations from the present, as with unanticipated and
transformative events of recent years such as armed conflicts, terrorism, financial crises, piracy,
epidemics, and environmental disasters precipitated by either natural or human causes. Mixed in
with these discontinuous events, the crystal ball of futurist projections also holds more easily
predictable trends that are either already well-established or which are readily visible and can be
expected to spread. Another piece of futurist wisdom maintains that the future is already present
at certain locations in our midst (imagine those first clumsy prototype automobiles trundling
down dirt roads in the early 1900s) if we have the eyes to perceive it and the imagination to
anticipate where it could take us.Three highly predictable megatrends have been steadily
impacting the global business environment for decades; such trends are likely to continue to
exert an increasing influence over the future and are shaping an arena in which global
leadership skills will be a prerequisite for organizational survival and growth. These three trends
are (1) population growth in the developing world, (2) changes in the balance of the gross
domestic product (GDP) between developed and emerging markets, and (3) rapid urbanization
in Asia and Africa. While they may sound familiar, each trend holds implications with which few, if
any, corporations have fully come to terms.2MEGATREND #1: POPULATION GROWTH IN THE



DEVELOPING WORLDOur planet is currently in the midst of the greatest boom in human
population it has ever seen. Demographers project that in the short span of one hundred years,
from 1950 to 2050, the world’s population will have more than tripled from approximately 2.5
billion to over 9 billion. Such trend lines are slow to change, and even though population growth
has moderated in some locations over the last decades, it is still probable that we will hit or
exceed the 9 billion mark within our own lifetimes or those of our children.What is less commonly
recognized about this trend is that virtually one hundred percent of this population growth is
occurring in the developing world. The number of people in the developed world was slightly
under a billion in 1950, and the population of those same countries in 2050 will probably be little
more than a billion. So almost the entire increase of six and a half billion people over this
hundred-year span will be in countries that represented only one and a half billion people in 1950
—a fourfold increase in the developing countries vis-à-vis the stagnant population size of the
developed world (see Figure 1-1).3 This trend has tremendous implications for future markets,
consumer demand, workforce demographics, talent availability and readiness, and much more.
Consider for a moment the implications of the related fact that nine out of ten of the world’s
children under the age of fifteen currently live in developing countries.4As their markets and the
people they lead continue to diverge from the demographic features that dominated the
economy in the recent past, present and future leaders will be increasingly unable to cope using
only the popular, culturally embedded ideals of leadership often seen on the domestic best-
seller lists.FIGURE 1-1 Projected Global Population GrowthMEGATREND #2: CHANGES IN
THE BALANCE OF GDPCompanies accustomed to earning the bulk of their revenues in North
America and Europe might argue that their biggest customers and business opportunities are
still where they have always been in recent memory and therefore downplay the significance of
developing countries’ population growth. However, along with the shifting locus of the world’s
population has come a watershed change in the balance of global GDP. Estimates suggest that
the combined GDP of the emerging economies has begun to exceed that of the developed world
within the last few years, and that this trend will accelerate to the point where the size of the
emerging economies will soon be as much as double that of developed economies (see Figure
1-2).5These emerging economies are still in the process of adding another group of middle-
class consumers, estimated variously at more than half a billion people, that will exceed the
population of all of Europe. What makes this trend particularly hazardous to ignore is that
patterns of both production and consumption in the emerging markets are no longer focused on
basic commodities, but now include products and services usually regarded as “high tech.” Here
are some examples:FIGURE 1-2 Global GDP of Developed and Emerging Economies “SIA
(Semiconductor Industry Association) expects … [that] developing countries will account for
over half of world-wide PC sales and about two-thirds of mobile phone sales… . Demand for
consumer electronic products in these new markets will continue to outpace growth in
developed markets… .”6 China has by far the largest number of Internet users. The country’s
online population of about 360 million already exceeds the entire population of the United



States.7 The largest automotive market in the world is now China, not the U.S., as vehicle sales
in China are projected to surpass those in the U.S. by more than two million on an annual
basis.8In a sense, this shift represents a return to the old normal. Looking back, China was the
world’s largest economy for most of the last 2,000 years up until the last few centuries, and the
Indian subcontinent had the world’s second-largest economy for at least several hundred years
—hence, the relatively greater size of the emerging economies prior to the mid-1800s(see
Figure 1-2).9These developing economies don’t always want to act according to Western beliefs
and values. Increasingly, they are asserting their own ideas of how the game should be played,
notably at the inflection points between business, government, environmental resources, and
social causes.MEGATREND #3: RAPID URBANIZATION IN ASIA AND AFRICAFor the global
economy, it makes a big difference where people live and what their occupations are. Rural
populations that are engaged primarily in subsistence agriculture are less likely to purchase or
provide goods and services delivered across geographic boundaries. When such people move
to an urban center, however, their lifestyles tend to become far more enmeshed in the network of
global commerce. For instance, they may go to work in factories that produce goods for
customers on the other side of the world, and they gradually gain the purchasing power to buy
clothes, foods, and consumer items produced elsewhere, while the natural resources of a local
farming community are no longer immediately available to them.North America and Europe
already had a majority of their populations living in cities in 1950, and they have become
progressively more urban since then, with well over seventy percent of their inhabitants now
living in urban centers. In contrast, Asia and Africa were predominantly rural throughout the
twentieth century, and are just now undergoing the transformation to a predominantly urban
society that other parts of the world experienced many decades ago (see Figure 1-3 below).10
Given the accompanying rapid population increase, we are witnessing the burgeoning growth of
cities in the world’s emerging markets of a size and scale never before seen on earth.
Consumers in these new markets are already demanding different products and services,
developed specifically for their needs and applications, and at price points unheard of in the past
and recently regarded as unfeasible by most major corporations.Implications for Strategy: The
Need for a Global MindsetPopulation growth, GDP shifts, and urbanization are driving an
inexorable transformation in the blend of risks and opportunities faced by commercial
enterprises worldwide. Global leadership is becoming an absolutely essential capability
because such change can only be grasped and successfully met with a strategic global mindset.
Companies will sooner or later need to respond to these trends through their impact on
particular industries, and will eventually be rendered obsolete by them if their response is
ineffective.FIGURE 1-3 Percent of the World’s Urban PopulationIndeed, the three megatrends
outlined previously have a pervasive combined impact that is affecting almost every aspect of
life on earth. Climate change, energy supply issues, deforestation, water shortages, species
extinction, fisheries depletion, and migration pressures can all be linked to changes in
population, GDP, and urbanization. We are witnessing a rapid proliferation of so-called



“tragedies of the commons” in which a person or even a country may derive short-term benefits
from an activity that degrades the common natural heritage of humanity. While all people bear a
shared responsibility for addressing these issues, commercial enterprises must learn how to
manage their businesses through the changes that have occurred already and those—both
predictable and unpredictable—yet to come.For business leaders with an outlook shaped by the
last century’s events, it is essential to comprehend the full cumulative implications of such
trends. Yet many executives still rely on an outmoded mental map without being fully aware of its
strategic drawbacks. Although it is difficult to anticipate and prepare for discontinuous events,
the trends that can be discerned already call for a reexamination of familiar topics using a fresh
perspective. Executives and their organizations must learn to reevaluate and reshaped their
responses to the following kinds of questions: Where are our key markets? What are the
companies that matter to us? What are the major sources of innovation? Who are the model
global leaders?MINDSET CHANGE: WHERE ARE OUR KEY MARKETS?The provocative
futurist Eamonn Kelly asks us to compare the great cities of the not-so-distant past with those
that are now rising to prominence. A list of the largest cities in the world in 1900 would include
London, New York, Paris, Berlin, Chicago, and others, with the only non-Western city being
Tokyo. By far the largest urban center on this list was London, with 6.5 million residents.11 If we
look at the roster projected for 2015, there are no U.S. or European cities among the top ten. The
largest urban areas in the world are now or soon will be places such as Mumbai and Kolkata,
India; São Paulo, Brazil; Chongqing and Shanghai, China; Jakarta, Indonesia; Lagos, Nigeria;
Karachi, Pakistan; and Dhaka, Bangladesh. Each will have a population that easily exceeds 15
million.12 Corporate managers who were raised in a world where the 1900 list was still the
dominant reality may have trouble finding many of the cities in the more current roster on a map,
let alone traveling or living in these locations and having a functional sense of their marketplace
dynamics. And yet these are the markets of the future. Any effective global strategy will need to
take them into account, considering which locations to target and how to achieve commercial
success in a place that may have very different consumer tastes, supply chain resources, or
pricing standards.MINDSET CHANGE: WHAT ARE THE COMPANIES THAT MATTER TO US?
Knowing the competitive landscape is an important part of any strategy and an integral element
of leadership skills. We tend to focus on “the usual suspects”—companies that have been rivals
for many years and that are based in our own home market or another developed economy
location. Yet strategy experts warn that the most dangerous competition can enter a market
laterally from another industry or as a start-up with a disruptive product concept. There is a
global version of this phenomenon, which is the emerging market company that was not
previously on anyone’s radar screen, but is growing rapidly and could soon become a potent
force not only locally but around the world. Such companies are potential competitors, but also
possible customers, suppliers, or partners.A veteran of the electronics industry once described
how his Western firm had been satisfied with its high rate of business growth in Japan, a
promising market for the company at that time. Simultaneously, a small local competitor was



growing at almost double that rate, although it was still too minor within the larger scheme of
things to be regarded as a significant threat. That “small local competitor” continued to prosper
and today is the global giant known as Sony; meanwhile, the competitive rival that the Western
firm had been most focused on in that earlier growth era has since faded into obscurity, in part
due to its lack of success in foreign markets. In the Chinese automotive market today, for
example, there may be rapidly growing automobile makers or parts suppliers that could be the
giants of the future.If the world’s growth markets with the most significant potential include the so-
called BRIC countries—Brazil, Russia, India, and China—to what extent are the people who
shape strategy in your organization aware of the competitive threats as well as the opportunities
presented by firms that are growing quickly but less well-known outside their home countries?
Figure 1-4 notes a few examples from various industries in BRIC countries.13 Global team
participants who are from these countries or nearby regions will immediately demonstrate their
value when viewing such a list, as they will probably have a much more lively and well-informed
sense of the competitive landscape.FIGURE 1-4 Sample List of BRIC CompaniesMINDSET
CHANGE: WHAT ARE THE MAJOR SOURCES OF INNOVATION?There is a comforting myth
believed by many in the developed world that emerging market firms are imitators rather than
innovators, and that their products and services are nearly always derivative of those invented
elsewhere. Historically, there is some truth to this claim, but it is increasingly the case that major
innovations originate from developing rather than developed countries. A disruptive innovation is
defined as a product that is introduced at a significantly lower price point with adequate although
not stellar functionality, and which through continuous improvement comes to rival and possibly
replace products formerly regarded as higher-end offerings.14 This turns out to be a rather good
description of many products coming from the developing world.The term trickle up—the
opposite of the customary notion of technology that “trickles down” from advanced economies to
the rest of the world—is even being used to describe the effects of these products. For example,
General Electric’s Healthcare India operation designed a portable electrocardiogram (ECG)
device for the local market to be sold at one-tenth the price of larger, more sophisticated
products used in North America and Europe. That same product has now been introduced into
Germany, reversing of the previous trickle-down pattern.15 Similarly, the Chinese company BYD
has introduced a battery-powered car into the Chinese automotive market that is being offered
at a far lower price than the advertised prices for competing Japanese and U.S. products—and
BYD has made its product available to consumers sooner. Warren Buffett is a major stakeholder
in BYD, and doubtless sees potential applications for its products that extend far beyond
China.16The value of continuous improvement should also not be underestimated. A series of
incremental innovations introduced by energetic smaller players can have a highly disruptive
impact over time, particularly in markets where large numbers of components are assembled to
create the final product. Over the years, markets for major industries such as automobiles,
shipbuilding, home appliances, and telecommunications have been turned upside down by
former “imitators” who were initially looked down upon but gradually became quite skillful at



continuous improvement. Companies such as Toyota, Hyundai Heavy Industries (shipbuilding),
Haier (home appliances), and Huawei (telecommunications) are now formidable global
competitors. Firms that seek to do business in emerging markets, and increasingly even in
developed economies, must create compelling combinations of breakthrough pricing, adequate
technology, and continuous improvement that is sustained over long periods of time in order to
remain competitive.MINDSET CHANGE: WHO ARE THE MODEL GLOBAL LEADERS?The
Western business press has celebrated a few current or former top executives in its pantheon of
model global leaders over the past couple of decades, and it is often assumed that these
models still have worldwide currency. Jack Welch of General Electric, Carlos Ghosn of Renault
and Nissan, Akio Morita from Sony, and A. G. Lafley of Procter & Gamble have indeed led
remarkable careers. But without continual revitalization, the companies their names are linked
with may one day look like the list of the world’s largest cities in 1900—in fact, most of the largest
corporations from the first half of the twentieth century have already faded into obscurity. A host
of other executives and firms in many different markets merit increasing recognition.It is worth
looking to developing markets to expand our view of model executives, both because there are
individuals who deserve inclusion and because employees in other parts of the world may find
such people and their careers easier to identify with and to emulate. In India, for example,
Narayana Murthy of Infosys and Azim Premji of Wipro have started corporations and achieved
unprecedented successes in the world’s second-most populous nation. Each helped to build
what are now two of Asia’s most respected companies from very humble beginnings, and they
are admired not only for their business acumen but for their ethics and substantial contributions
to social causes.Narayana Murthy, InfosysAzim Premji, Wipro TechnologiesIn China, Zhang
Ruimin, the CEO of Haier, is sometimes called the “Jack Welch of China,” and he is probably
much better known than Jack Welch to most businesspeople there. He led a destitute and
dysfunctional state-owned enterprise from its former ruinous position into one of the world’s
most formidable home appliance companies; it has become a leading supplier even to Western
enterprises such as Wal-Mart. Liu Chuanzhi, chairman of Lenovo, built the capabilities of a
domestic Chinese computer-maker to the point where it executed the previously almost
unimaginable purchase of IBM’s personal computer division and is now among the world’s top
five industry players.Zhang Ruimin, HaierLiu Chuanzhi, LenovoSuch names only begin to
represent the rich variety of careers and characters that can be glimpsed within an expanded
perspective. José Sergio Gabrielli de Azevedo of Petrobras (Brazil’s massive state energy
company, now the fourth largest in the world), Roger Agnelli of Companhia Vale do Rio Doce (a
Brazilian mining enterprise), and even a colorful and controversial individual like Roman
Abramovich (Russian oil tycoon, provincial governor, and football team owner in the United
Kingdom) reflect unique features of their respective home markets, and offer insights about what
may or may not work when doing business in the developing world.ConclusionLeadership was
formerly a topic reserved for the corporate and political elite, and leading in a global context was
simply not a reality even for many people in top-ranking jobs. Now, due at least in part to the



megatrends described above, global leadership has become the target of much broader
attention. Not only executives in line to step into top leadership roles, but also mid-level “high-
potential” employees, MBA candidates, and even university undergraduates are receiving
training and coaching in this area. There are a variety of factors related to this transformation.
Organizations seeking to leverage emerging trends and to grow their business in key markets
around the world have prioritized the need to build their global leadership pipeline and are willing
to make significant investments for this purpose. The notion of “leadership at all levels,”
popularized by Noel Tichy and others, suggests that there are many roles—not just top
executive positions—in which leadership capabilities can be meaningfully deployed.17 Global
leadership and its secrets are alluring to those who seek to move up the career ladder as quickly
as possible. (Who wants to be a mere manager in a domestic operation when you could be a
global leader instead?) A corporate and educational funding bandwagon sometimes makes it
easier to receive funding for a prestigious and high-profile topic such as global leadership rather
than more prosaic skills such as project or performance management.Whatever their
organizational role, present or future, only leaders with truly global vision and skills will be able to
best position their enterprises to cope with the three megatrends portrayed here and their
implications for global commerce and leadership. A keen sense of the strategic implications of
population growth, GDP shifts, and urbanization will provide an important compass for
navigation through stormy economic times. In addition to knowing the most critical markets,
companies, sources of innovation, and examples of leadership, leaders will need to tap new
sources of talent and ways to develop the global competencies of people on the other side of
their world.There is much that we don’t know about where the world will go and how markets will
evolve, but also much that is readily evident. Strategic plans must incorporate such insights
without being “too early” or “too late.” A global mindset and the global skill set that enable
leaders to more readily discern and respond to key trends are part of the recipe for successful
long-term growth.CHAPTER TWOWhat’s Different About Global Leadership?Most leaders have
received formal or informal leadership training during the course of their careers. As their roles
expand to include global responsibilities, the question naturally arises, “What’s different about
global leadership?” Proponents of various leadership development approaches are not
necessarily aware of or in discussion with one another, and there is a great deal of confusion
regarding the distinction between leadership in general and global leadership in particular, both
in the corporate world and in academia. It is worth reviewing both generic and more specifically
global approaches to arrive at a clearer picture. (Readers who are most interested in a practical
description of global leadership behaviors based on our own research are advised to skip ahead
to the summary of our findings beginning on p 29.)Leadership: Common ApproachesPolitical
rulers and military strategists of earlier eras drew upon numerous sources of advice, some of
which still exert influence today. The topic of leadership is fascinating in part because there are
many approaches and examples that have been held up as models over time. Confucius,
Mencius, and Sun Tzu offered their versions of leadership consultation in past millennia in



ancient China. Figures remembered from other countries in subsequent eras such as Plato,
Cicero, Machiavelli, and von Clausewitz have also contributed their ideas and advice. Leaders
engaged in commerce have received guidance in many forms as well, including instruction
through the religious traditions of Judaism, Christianity, and Islam.The focus in this section will
be on leadership approaches in the post– World War II West, particularly in the United States,
that have gained common currency in the business arena and have been applied in many
countries around the world, albeit with mixed results. There has been a special fascination with
these models, even in places such as Japan, the Middle East, and Northern Europe, due to the
size and relative success of the U.S. economy, the reach of its business schools, and the
ubiquity of its brand names. As the global balance of economic power shifts, this intellectual
hegemony has already begun to slip, and those who once looked primarily to the U.S. for
reference points have begun to cast a wider net for other leadership perspectives.LEADERSHIP
AND MANAGEMENTJohn Kotter of the Harvard Business School articulates an approach that
has probably gained the most widespread recognition over the last twenty years. In his seminal
work What Leaders Really Do, he provides a definition of leadership that is also contrasted with
management. Leadership, according to Kotter, involves coping with change by setting a
direction, aligning people, and motivating and inspiring—often through leveraging informal
networks within the organization.1Others such as Jay Conger elaborate this picture of
leadership by noting that it includes sensing an opportunity in the current situation, formulating a
vision, communicating the vision, building trust and motivating followers, and ultimately
achieving the vision through actions such as personal modeling and empowerment of
coworkers.2 Figure 2-1 provides a visual illustration that combines and embellishes the
definitions of leadership from Kotter and Conger.From a global leadership perspective, Kotter’s
definition of leadership is unquestionably helpful, but it is incomplete. It does not address issues
such as how to read different futures for different markets, establish a vision with indigenous
resonance in key locations, communicate effectively with people accustomed to a different
communication style, create alignment across a complex matrix structure, motivate and engage
emerging market employees, provide a personal example that inspires people in fifty countries,
or identify high-potential future leaders who live ten thousand miles from
headquarters.Management, on the other hand, focuses on coping with complexity through
planning and budgeting, organizing and staffing, and coordinating and problem solving; usually
this means working through more formal organizational structures and systems. Figure 2-2 is a
contrasting depiction of management based on Kotter’s distinction. This definition, too, needs
adaptation to a multicultural context, but that is a topic that has been addressed
elsewhere.3FIGURE 2-1 General Definitions of Leadership.LEADERSHIP AT ALL
LEVELSBeyond the current general definition of leadership as setting and communicating a
vision, aligning the organization, and motivating employees, there is also the question of to
whom these activities apply. Leadership is sometimes seen as the sole purview of top executives
—the culmination of a long path that begins with more ordinary management tasks. Noel Tichy’s



notion of “leadership at all levels” represents a different stance: he claims that the most effective
companies are the ones that work assiduously to cultivate leadership capabilities at each level
of the organization.“Organizations are winners because they have good leaders, not just at the
top, but at all levels. Winning companies value leaders, they have cultures that expect and
reward leadership, and they actively put time and resources into developing them. Winning
companies win because they have lots of leaders, and they have lots of leaders because they
deliberately and systematically produce them.”4FIGURE 2-2 General Definition of
ManagementTichy’s emphasis on this open, multilevel approach to leadership development has
been adopted by many corporations. They have invested considerable time and resources to
enhance the capabilities of individuals designated as having “high-potential,” and this has
spawned an entire industry of leadership development professionals and approaches. At the
same time, the increasingly fashionable focus on leadership at all levels has led to confusion
about the nature of leadership and in some cases fostered a denigration of the vital workhorse
skills of good management. Given the choice between attending a leadership development
program or a more standard management course, ambitious younger employees are naturally
attracted to leadership, even though they have not yet learned how to manage well or even had
much management experience. And those who have risen to higher levels in an organization
may now feel that they no longer need to manage, as ordinary management skills are beneath
them—after all, leaders only need to worry about leadership, right?A useful way to sort out the
growing terminological confusion and to continue to recognize the substantial value of everyday
management skills is to distinguish conceptually between “leaders” and “leadership,” and
between “managers” and “management,” as illustrated in Figure 2-3. Regardless of whether
one’s official position in the organization (or self-concept, for that matter) is identified as that of
leader or manager, both leadership and management skills are likely to be necessary. Even top
executives are involved in budgeting, assigning tasks, and tracking and evaluating performance;
meanwhile, a relatively new employee may take charge of a project or team for which it is
necessary to establish a vision or direction, communicate that to others, and motivate team
members to participate in its implementation. The balance of leadership and management skills
that a person exercises over the course of a career may shift according to the nature of his or her
changing roles, and some people are better at one set of skills than the other, but most jobs at
any hierarchical level continue to call for a measure of both. In this book the term leader will be
used as in common speech to refer broadly to anyone who must take on a leadership role, while
top executive will be used to single out the highest-ranking leaders of an organization, keeping in
mind that all leaders may need to carry out “management” roles as well.Although Tichy’s
“leadership at all levels” has been popular and influential, it has also created head-scratching
moments for global customers and counterparts in more hierarchically oriented countries when
they meet a self-described leader who is twenty-eight years old and appears to be in his or her
first basic management role. At its best, Tichy’s concept fosters the rapid empowerment and
development of young leaders with great promise. Defects stemming from its misapplication



include a muddling of leadership and management as well as culture clashes between those
who consider themselves leaders already and others who regard them as just another junior
employee.FIGURE 2-3 Leaders and Managers versus Leadership and ManagementRam
Charan and his coauthors of The Leadership Pipeline have helped to articulate the changing
requirements of positions at various hierarchical levels in a large-scale organization. Their model
highlights what a leader needs to value and be spending time on at a particular stage (e.g.,
helping others get work done versus doing it themselves). The authors describe a succession of
leadership passages through which a person moves from being an individual contributor to a
front-line management role, then takes on the responsibility of guiding other managers, and
subsequently learns how to head up a function, business, group, or an entire enterprise. Their
work reminds us that even in a primarily domestic organization the requirements of leadership
evolve as a person moves to a new role with increased responsibilities. For instance, a person
who was previously in charge of a function and who must now lead a business will have to deal
with a new degree of complexity, set strategies for growth and profitability for the business as a
whole, value other functions equally, and cope with intense visibility as well as scrutiny from
above and below in the organization.5 Limitations of this framework in a global context will be
addressed in Chapter 7.MULTIPLE INTELLIGENCES AND NEUROSCIENCEContemporary
approaches to leadership have been further enriched by research on multiple forms of
intelligence. In the 1980s, Howard Gardner introduced the concepts of intrapersonal and
interpersonal intelligence to stress the importance of both self-understanding and the ability to
understand the intentions and motivations of others.6 The related notion of emotional
intelligence, although criticized in scholarly circles for lack of supporting evidence, was later
popularized by Daniel Goleman.7 This thread of discussion has been taken up in recent years
and recast under the rubric of “personal leadership,” which emphasizes mindfulness, attending
to emotions and even physical sensations, and crafting a life that is aligned with one’s personal
vision and yet creatively open to the unknown or the ambiguous.8Another contribution to
leadership research and practice has come through the rapid evolution in neuroscience. David
Rock and Jeffrey Schwartz, for example, have explicitly sought to tie neuroscience to the
challenges leaders face in achieving lasting organizational change. Rock’s work highlights the
importance of addressing “five domains of social experience that [the] brain treats the same as
survival issues.” These are basic human impulses associated with status, certainty, autonomy,
relatedness, and fairness.9 Triggering them in a negative way creates resistance and even
trauma, while handling them smoothly improves concentration, focus, and performance along
with receptivity to change. Rock and Schwartz also stress the value of a compelling vision that
encourages employees to leave behind outmoded mental maps and to focus on solutions rather
than problems. Effective leadership, they claim, creates opportunities for people to experience
fresh insights related to a vision of the future that are then reinforced by a steady focus of
attention on desirable changes; this combination of insight and attention reportedly enables the
development of new neural connections that are linked with changes in behavior.10Rock and



Schwartz acknowledge the importance of both nature and nurture—that is, both brain
physiology and cultural factors that shape neurological development. In this book we include a
number of research vignettes that show how cultural factors may influence brain development
and function. This line of thinking originates from the neuroscience of culture, a field of study that
integrates neuroscience and cultural psychology. In recent years, scientists have come to
believe that the brain has a seemingly endless capability to change its structure as a result of
experience. Through functional magnetic resonance imaging (fMRI) studies, neuroscientists
have proven that people from different cultures process information in different parts of the brain.
Yet, over time, exposure to a new culture actually changes the way we use our brains, effectively
giving us new mental maps that are not only metaphoric but physiological. Although our
personal styles of perception and attention, for instance, may come hardwired at birth, through
extended exposure to different social groups we can fundamentally alter the ways in which our
brains process information.Intercultural Perspectives on LeadershipIntercultural training and
theory have approached leadership from another direction; they help to link generic approaches
to leadership with the challenges of leading in a global context. Primary tenets of the intercultural
approach include being aware of one’s own culturally based values, beliefs, and assumptions;
perceiving how others behave according to their own cultural lens; and leveraging differences
and bridging gaps in thought and behavior to improve performance.DIMENSIONS OF
CULTUREInterculturalists tend to focus on cultural contrasts, comparing countries and
individuals along certain dimensions of culture. Geert Hofstede and Fons Trompenaars, for
example, have formulated or applied dimensions of behavior for which they have found strikingly
divergent patterns in different countries.11A number of survey tools are available for generating
one’s own cultural profile and comparing it with profiles for countries or other individuals; the
GlobeSmart® self-assessment is one such tool, and a sample set of results for a multicultural
team are displayed in Figure 2-4.12While such broad cultural contrasts are useful to anyone who
is working across borders, they can also be applied to the specific concerns of people who are
in leadership roles. For example, a functional team leader who seeks to initiate a change
process in a multicultural organization would be well-advised to consider attitudes toward risk-
taking that are shaped by different cultural orientations and to formulate culturally appropriate
strategies for handling them. If Steffi Hegel, for instance, were the leader of the team portrayed
in Figure 2-4, she would probably find some team members who are eager to jump into the
change effort immediately while others would want to engage in a detailed analysis of potential
risks along with careful planning to address such risks, before proceeding. Similarly, she would
likely discover that her direct communication style and task-focused orientation clash with the
more indirect and relationship-oriented styles of other team members, and will need to model
and promote “style-switching” among team members to ensure that everyone ultimately
contributes to and owns the change process. Cultural knowledge can be similarly leveraged in
other leadership tasks such as communicating a vision or strategy, motivating employees,
creating organizational alignment and evaluating potential future leaders. Indeed, leaders



working in diverse environments ignore such cultural variables at their peril.FIGURE 2-4 Sample
Multicultural Team ProfileThe massive GLOBE (Global Leadership and Organizational Behavior
Effectiveness) Study by Robert House and his associates attempts to identify leadership
behaviors that have broad global application and those that are viewed in contrasting ways
according to the cultural background of respondents. By comparing survey results from ten
regional data clusters, the researchers identified universal factors of leadership effectiveness
such as integrity, charismatic/value-based behaviors, and teamwork. On the other hand, they
found there is greater cultural variation when it comes to leadership that is described as self-
protective (as in face-saving), participative, or humane-oriented.Neuroscience and Culture:
Does “Self” Refer to “Me” or “We”?Scientists studying the region of the brain called the prefrontal
cortex, believed to represent the self, found that the area is active when U.S. volunteers think of
their own identity and traits, while with Chinese volunteers this same region is activated by
adjectives describing both themselves and their mothers. The Americans did not show a similar
overlap between self and mother. The neural circuitry seems to function differently depending on
whether the person hails from a culture that views the self as “autonomous and unique” or as
“connected to and part of a larger whole.” While the intercultural field has long since identified
the cultural differences between “me” and “we” societies, this research attests to the strength of
overlap between self and others in collectivist cultures.13Defining oneself as an individual or
part of a greater whole has obvious implications for one’s everyday behavior and moral code.
Global leaders who are able to see themselves (and even their very notion of the self!) as
originating from a particular cultural context are much more likely to understand their leadership
style as being one way among many possible approaches. They are also more likely to
understand their employees’ behavior and motivations as emanating from their own unique
cultural backgrounds.For instance, the authors note that “a leadership exemplar for the Eastern
Europe cluster would be one who is somewhat Charismatic/Value-Based, Team-Oriented, and
Humane-Oriented, but is his or her own person, does not particularly believe in the effectiveness
of Participative leadership, and is not reluctant to engage in Self-Protective behaviors if
necessary.” Nordic Europe, in contrast, rates high for participative and charismatic/value-based
leadership but has lower scores for humane-oriented and self-protective leadership. It is
interesting to consider how this study appears to support the general applicability of Kotter’s
model of visionary and inspirational leadership in a global as well as a domestic context, but not
necessarily other approaches that assume the universal value of more egalitarian or nurturing
leadership styles, even for two societal clusters on the same continent.14CULTURES WITHIN
CULTURESAny national culture is full of complexity and internal contradictions. Beyond general
contrasts between cultures, leaders need to be able to discern cultures within cultures along
with a substantial degree of individual variation relative to cultural norms. As one global leader
put it, “There is more diversity within India than is found in the whole of Europe. Here, there are
followers of a religion you may have never heard of previously whose population is equal to that
of many countries.” These factors can affect consumer tastes, brand appeal, recruiting efforts,



employee motivation, and so on. The social environment in China has gone through a series of
upheavals, including the Great Leap Forward, the Cultural Revolution, and economic
liberalization. Rather than distinguishing between Boomers, Gen X, and Gen Y, as in the U.S., in
China it is more accurate to refer to four distinct generational groupings according to the decade
of their birth: post-1950, post-1960, post-1970, post-1980 and post-1990.15This internal
diversity also calls for flexible approaches to leadership that take into account the behaviors of
employees from the same country who identify with opposite ends of a given cultural spectrum.
China’s historical cultural patterns could reasonably be called highly interdependent, for
example, and as recently as the 1970s, most Chinese lived within the collectivist danwei
structure that simultaneously encompassed jobs, housing, health care, and community.
However, an unintended side effect of the country’s one-child policy, instituted in 1980, along
with economic reforms begun in 1978, has been the creation of the “Little Emperor” generation
of only children. Members of this generation, who have often been doted on throughout their
lives by six adults—two sets of grandparents plus birth parents with rising incomes—frequently
behave more independently in comparison with their Chinese elders, although perhaps not in
comparison with people from cultures that have prized independence for generations. Such
generational differences within China create challenges even for Chinese who are in leadership
roles, let alone foreigners who are trying to work effectively with Chinese colleagues.“The
collectivist post-’70 generation in China’s workplace is often faced with the challenge of
managing the individualistic post-’80 generation. In this context, post-’70 managers have found
that, unlike themselves, their post-’80 subordinates typically have little respect for authority,
actively seek to manage their own careers instead of having faith in the organization’s system,
and are far more likely to leave their job if the environment does not satisfy them. Furthermore, a
recent survey shows that the ’80s generation considers the ’70s generation to be overly
conservative, lacking in creativity, and reserved to the point of appearing fake.”16Chinese
SchoolchildrenContemporary Picture of a Little EmperorINTERCULTURAL
DEVELOPMENTOne additional body of research in the intercultural field with significant
implications for leadership focuses on the development of intercultural competence. This is
defined by Mitch Hammer as “the capability to accurately understand and adapt behavior to
cultural difference and commonality.” Hammer and Milton Bennett have created and validated
through extensive studies the Intercultural Development Inventory, or IDI, which uses a scale of
five orientations—defense, polarization, minimization, acceptance, and adaptation—along a
continuum from a monocultural mindset to an intercultural mindset. Corporate groups that use
the inventory, including their leaders, most commonly fall in the stage known as minimization,17
which Hammer defines as:“An orientation that highlights cultural commonality and universal
values and principles that may also mask deeper recognition and appreciation of cultural
differences.”18In other words, there is a tendency among such groups and their leaders to
underscore similarities while underestimating differences. This kind of mindset is manifested in
questions such as, “Aren’t we all basically the same? Aren’t others becoming more like us? Isn’t



the world converging toward common standards?” A challenge for many people in leadership
roles as well as others working in multicultural environments is to be able to fully recognize and
appreciate both commonality and difference (acceptance); then they need to transform their
outlook and behaviors in a way that will make them most effective in handling the cultural
differences that do exist (adaptation).All of the cultural approaches described in this section help
to explain differences that matter to leaders, but they must also be translated into practical
action. Knowledge about cultural dimensions, cultures within cultures, or developmental stages
is good to have, but only meaningful from a pragmatic standpoint when applied to specific
relationships, events, or actions. It is essential to move from the “What”—the cultural differences
that are identified—to the “So what,” or why these matter from a leadership perspective, and
then to the “Now what,” as in what to do next. Some interculturalists falter because they are more
comfortable with theory and general contrasts than they are in supporting leaders who need to
determine how to proceed in a messy world that includes difficult personalities, organizational
politics, thorny technical questions, and big investments. Add to this the fact that many cultural
experts know a lot more about one country or region than about the rest of an increasingly
interconnected planet, and the hurdles to surmount in successfully applying intercultural
expertise to leadership become more formidable.Global LeadershipPrior approaches to
leadership, both generic and intercultural, do not provide an adequate set of answers for leaders
facing the full hurricane force of globalization in which any or all of the following may occur.
Disruptive technologies come from many different countries, including ones that have previously
not been a competitive threat. Entire industries are threatened that have been mainstays of
developed markets for decades. A wide array of robust and assertive global stakeholders—
customers, employees, shareholders, governments, local communities—all seem to have a
vested interest in the direction of the business. An effective vision must identify and capitalize on
similarities and differences between customer and employee needs in both developed and
emerging countries. Organizational structures mix matrix reporting across geography, product,
and function, and individuals may have five or more direct line reporting relationships. Authority
based on organizational structure is increasingly supplanted by the need to work horizontally
and exert authority through a global network of relationships. Dispersed development projects
may involve a dozen multicultural teams with people in various continents and time zones.
Historical silos housing deep technical expertise must be linked to generate distinctive new
products and services through cross-border systems thinking. Contradiction and ambiguity have
become the norm, and besides making decisions with a finite set of “unknowns,” leaders need to
try to prepare for “unknown unknowns.”As the distinctive imperatives of leading in a global
context have become both more obvious and more urgent, scholars and consultants have
carried out a variety of studies to delineate the characteristics of effective global leaders. Joyce
Osland provides a valuable overview of the global leadership literature, and we will not repeat
her survey here.19 However, it is worth summarizing the research approaches that have been
used. Figure 2-5 notes the respective authors and titles of six of the best-known approaches to



date and briefly describes their research methods.FIGURE 2-5 Global Leadership Research
ApproachesThe research outlined in Figure 2-5 has done much to deepen our understanding of
global leadership. Nonetheless, frameworks offered to date still have several key limitations:
Global leadership competencies are often not clearly distinguished from more generic
competencies that leaders need in any role, whether domestic or global. The leadership
characteristics listed are often so broad or abstract (e.g., “flexibility,” “integrity,” or “business
savvy”) that they are difficult to cultivate and to utilize in a practical way. The requirements for
leadership roles are often mixed with more general management skills or with intercultural skills
needed by anyone who is working in a diverse environment.Indeed, so-called global
competencies are often haphazard extrapolations from domestic practices. Given the rising
priority of global business opportunities in many industries, there is a tremendous temptation
both inside and outside corporations to take whatever has been successful to date and slap
onto it a “global” label. Headquarters executives sometimes assume, based on minimal
evidence, that their own leadership styles can be readily exported. And leadership consultants
are highly motivated to assert that their models have universal value, even when such models
have not been derived from or systematically tested in multiple cultures and are greeted with
puzzlement, resistance, misinterpretation, or even derision in foreign markets.Joyce Osland and
Allan Bird, among others, list a number of these flaws in the studies to date that have been
focused on global leadership, and suggest that future research examine “whether and how
global leaders differ from domestic leaders,” and “what effective global leaders actually do.”20
Indeed, the topics they call attention to have shaped the research agenda for this book. It is
important to keep in mind that people working in demanding global leadership roles quickly
become impatient with competencies, survey tools, or forms of advice that look like what they
have already learned in previous jobs as domestic leaders, and it is equally if not more essential
to respond to their very practical priorities and concerns.Research Background: What Is
Distinctive About Global Leadership?Based on the contributions and limitations of previous
studies, we focused specifically on two questions: What is global leadership, and how is it
different from leadership in general? How can effective global leadership behaviors be
disseminated as rapidly and efficiently as possible throughout an organization?PARTICIPANT
DEMOGRAPHICSTo address these questions, we approached fourteen major organizations in
a range of industries: energy, health care, information technology, manufacturing,
pharmaceutical, retail, semiconductor, and telecommunications. One major nongovernmental
organization (NGO) was included as well. The companies were located in various regions, with
headquarters in North America, Europe, Asia, and the Middle East. We asked company
representatives to select interviewees with the following characteristics: Service in a key
leadership role as a current or former international assignee At least eighteen months or more of
experience on assignment Evaluated by the organization as highly successful in their rolesWe
then interviewed approximately seventy international assignees selected by their companies
according to these criteria. Eighty percent of interviewees had been on more than one



international assignment, which makes this a group of very seasoned global leaders. Most were
in positions as a country or regional director, or head of a major business or functional group.
Because each had typically been in multiple prior leadership roles in his or her home country,
they were well positioned to compare leadership in a global context with domestic leadership.In
all, the interviewees came from twenty-six different countries of origin and were on international
assignments to thirty-two different country destinations. This rich mixture enabled us to identify
themes that emerged across the board rather than characteristics of a particular nationality or
destination. Figure 2-6 shows the national backgrounds of the interviewees, including the NGO
leaders we interviewed, and Figure 2-7 calls out the countries to which they were
assigned.RESEARCH FINDINGS: A BRIEF OVERVIEWThe overriding consensus among our
interviewees was that global leaders must carry out tasks similar to those of leaders in any
location, yet they must be able to shift strategies, business processes, and personal styles to fit
different cultural environments along with a broader range of employee backgrounds and
motivations.21Praise for What Is Global Leadership?“This wonderful book addresses the hottest
talent issue facing global organizations … a serious shortage of leaders who can work across
the world. You’ll have a deep grasp of the capabilities required to lead globally. Filled with
concrete and insightful guidance, this is an invaluable resource.”— Jay A. Conger, Author of
Growing Your Company’s Leaders and The Practice of Leadership“Well Done! What I like about
this book is the emphasis on the importance of the ‘soft side’ of global leadership.”—Fons
Trompenaars, Managing Director of Trompenaars Hampden-Turner Consulting, is Co-Author of
Riding the Waves of Culture and a world authority on cross-cultural management“Understanding
what a global leader is, and what they do, is becoming increasingly urgent. This book does a
great job of answering these questions, combining hard science with organizational research
and case studies. An excellent resource for anyone trying to select, develop, or work with global
leaders in any way.”—David Rock, CEO, NeuroLeadership Group“Recent financial, economic,
and political turbulence has reconfirmed the importance of leadership in distinguishing global
winners from global losers. Extreme diversity of outcomes among otherwise powerful players—
banks, companies, investors, and even countries—is hard to explain any other way. This volume
provides an authoritative, engaging, and readable primer on global leadership to help explain
the past and gain a sharper perspective on the future.”—Ingo Walter, Vice Dean of Faculty and
Seymour Milstein Professor of Finance, Corporate Governance, and Ethics, Stern School of
Business, New York University“Engaging stories, interesting research findings, and worthwhile
practical recommendations make this a valuable contribution for both scholars and practitioners.
This book provides a comprehensive, insightful look at global leadership.”—Joyce Osland,
Executive Director, Global Leadership Advancement Center and Lucas Endowed Professor of
Global Leadership, College of Business, San Jose State University“What Is Global Leadership?
provides many, many fascinating vignettes and lessons learned from business leaders living and
working in a cross-cultural milieu. Though the focus is business leadership, its insights and
perspectives are equally valid to successful government, military, and non-profit leadership



across cultural boundaries. What Is Global Leadership? is an essential read for anyone who
leads cross-cultural teams or works in a cross-cultural environment.”—Bob Schoultz, Director,
Master of Science in Global Leadership, University of San Diego, Captain USN (retired) and
former career Navy SEALPraise for What Is Global Leadership?“This wonderful book addresses
the hottest talent issue facing global organizations … a serious shortage of leaders who can
work across the world. You’ll have a deep grasp of the capabilities required to lead globally.
Filled with concrete and insightful guidance, this is an invaluable resource.”— Jay A. Conger,
Author of Growing Your Company’s Leaders and The Practice of Leadership“Well Done! What I
like about this book is the emphasis on the importance of the ‘soft side’ of global leadership.”—
Fons Trompenaars, Managing Director of Trompenaars Hampden-Turner Consulting, is Co-
Author of Riding the Waves of Culture and a world authority on cross-cultural
management“Understanding what a global leader is, and what they do, is becoming increasingly
urgent. This book does a great job of answering these questions, combining hard science with
organizational research and case studies. An excellent resource for anyone trying to select,
develop, or work with global leaders in any way.”—David Rock, CEO, NeuroLeadership
Group“Recent financial, economic, and political turbulence has reconfirmed the importance of
leadership in distinguishing global winners from global losers. Extreme diversity of outcomes
among otherwise powerful players—banks, companies, investors, and even countries—is hard
to explain any other way. This volume provides an authoritative, engaging, and readable primer
on global leadership to help explain the past and gain a sharper perspective on the future.”—
Ingo Walter, Vice Dean of Faculty and Seymour Milstein Professor of Finance, Corporate
Governance, and Ethics, Stern School of Business, New York University“Engaging stories,
interesting research findings, and worthwhile practical recommendations make this a valuable
contribution for both scholars and practitioners. This book provides a comprehensive, insightful
look at global leadership.”—Joyce Osland, Executive Director, Global Leadership Advancement
Center and Lucas Endowed Professor of Global Leadership, College of Business, San Jose
State University“What Is Global Leadership? provides many, many fascinating vignettes and
lessons learned from business leaders living and working in a cross-cultural milieu. Though the
focus is business leadership, its insights and perspectives are equally valid to successful
government, military, and non-profit leadership across cultural boundaries. What Is Global
Leadership? is an essential read for anyone who leads cross-cultural teams or works in a cross-
cultural environment.”—Bob Schoultz, Director, Master of Science in Global Leadership,
University of San Diego, Captain USN (retired) and former career Navy SEALWhat Is
GlobalLeadership?10 KEY BEHAVIORS THAT DEFINE GREAT GLOBAL LEADERSErnest
Gundling, Terry Hoganand Karen CvitkovichWhat Is GlobalLeadership?10 KEY BEHAVIORS
THAT DEFINE GREAT GLOBAL LEADERSErnest Gundling, Terry Hoganand Karen
CvitkovichThis edition first published by Intercultural Press, an imprint of Nicholas Brealey
Publishing, in 2011.Hachette Book GroupCarmelite House53 State Street50 Victoria
EmbankmentBoston, MA 02109, USALondon EC4Y ODZTel: (617) 523-3801Tel: 020 3122
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Future LeadersCHAPTER SIXPreserving Balance Adapt and Add Value Core Values &
FlexibilityCHAPTER SEVENEstablishing Solutions Influence Across Boundaries Third-Way
SolutionsCHAPTER EIGHTTraining the Ten Behaviors Program Design: Going Global? Training
for Results Through Relationships Training for Frame-Shifting Training to Expand Ownership
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Citi Training Event for Coaches Coaching in a Global ContextCHAPTER TENTeaming the Ten
Behaviors Leveraging the Leadership Behaviors for Shared Vision Leadership Behaviors for
Global TeamsCHAPTER ELEVENThe Future of Global Leadership How Global Leaders Learn:
What’s Different? Defining Global Competency The Organizational Global Mindset Developing
Global Leaders: ImplicationsBibliographyEndnotesAbout the AuthorsIndexCHAPTER ONEWhy
Global Leadership?Acompelling set of underlying trends drives the current focus on global
leadership. Many companies have gone through enormous changes in recent times in response
to dynamic—bordering on cataclysmic—economic events. They have shaken up their
operations and increased, reallocated, or curtailed investments to cope with unprecedented
market fluctuation. These megatrends have created a new landscape for the world at large and
have made a significant impact on the ways companies conduct their daily business.As strategic
plans are shaped for the coming years, the task of determining global strategic priorities and
deploying limited resources has never been more crucial. The challenge for most companies,
which tend to react relatively quickly to the changing global landscape, is in getting their
employees to change as rapidly. Stale mental models dictate outmoded leadership behaviors.
The ability to deal with “multiplexity”—complexity in multiple forms—requires frequent retooling
of previous skill sets and a new or expanded repertoire of leadership behaviors. There is an
intense need for leaders who have both the vision and the skills to function effectively in a world
that is simultaneously boundaryless and replete with boundaries that mark significant
differences across a broad spectrum of business and culture: customer needs, supply chain
issues, employee motivation, competition, ethical standards, legal frameworks, standard
business practices, religious and political influences, educational systems, and so on.Three
MegatrendsAmidst the dynamic global landscape, full of uncertainty as well as clearer trend
lines, what are the key underlying currents that we need to track, and what are their practical
implications for global leadership strategy? Futurists have their own predilections and
temperaments, and they paint different scenarios as well as more general pictures of where our
planet is headed, both gloomy and optimistic.1 Some focus on technological developments and
their implications, others look at social trends, and still others analyze geopolitical forces.
Futurism provides a unique license to speculate without immediate feedback on one’s
predictions, which can only be assessed years down the road (in contrast to investment advisors
who must compete each year with monkeys throwing darts).An important piece of futurist advice
is that the years ahead will most probably bring discontinuous events that cannot be accurately
predicted based strictly upon extrapolations from the present, as with unanticipated and
transformative events of recent years such as armed conflicts, terrorism, financial crises, piracy,
epidemics, and environmental disasters precipitated by either natural or human causes. Mixed in
with these discontinuous events, the crystal ball of futurist projections also holds more easily
predictable trends that are either already well-established or which are readily visible and can be
expected to spread. Another piece of futurist wisdom maintains that the future is already present
at certain locations in our midst (imagine those first clumsy prototype automobiles trundling



down dirt roads in the early 1900s) if we have the eyes to perceive it and the imagination to
anticipate where it could take us.Three highly predictable megatrends have been steadily
impacting the global business environment for decades; such trends are likely to continue to
exert an increasing influence over the future and are shaping an arena in which global
leadership skills will be a prerequisite for organizational survival and growth. These three trends
are (1) population growth in the developing world, (2) changes in the balance of the gross
domestic product (GDP) between developed and emerging markets, and (3) rapid urbanization
in Asia and Africa. While they may sound familiar, each trend holds implications with which few, if
any, corporations have fully come to terms.2MEGATREND #1: POPULATION GROWTH IN THE
DEVELOPING WORLDOur planet is currently in the midst of the greatest boom in human
population it has ever seen. Demographers project that in the short span of one hundred years,
from 1950 to 2050, the world’s population will have more than tripled from approximately 2.5
billion to over 9 billion. Such trend lines are slow to change, and even though population growth
has moderated in some locations over the last decades, it is still probable that we will hit or
exceed the 9 billion mark within our own lifetimes or those of our children.What is less commonly
recognized about this trend is that virtually one hundred percent of this population growth is
occurring in the developing world. The number of people in the developed world was slightly
under a billion in 1950, and the population of those same countries in 2050 will probably be little
more than a billion. So almost the entire increase of six and a half billion people over this
hundred-year span will be in countries that represented only one and a half billion people in 1950
—a fourfold increase in the developing countries vis-à-vis the stagnant population size of the
developed world (see Figure 1-1).3 This trend has tremendous implications for future markets,
consumer demand, workforce demographics, talent availability and readiness, and much more.
Consider for a moment the implications of the related fact that nine out of ten of the world’s
children under the age of fifteen currently live in developing countries.4As their markets and the
people they lead continue to diverge from the demographic features that dominated the
economy in the recent past, present and future leaders will be increasingly unable to cope using
only the popular, culturally embedded ideals of leadership often seen on the domestic best-
seller lists.FIGURE 1-1 Projected Global Population GrowthMEGATREND #2: CHANGES IN
THE BALANCE OF GDPCompanies accustomed to earning the bulk of their revenues in North
America and Europe might argue that their biggest customers and business opportunities are
still where they have always been in recent memory and therefore downplay the significance of
developing countries’ population growth. However, along with the shifting locus of the world’s
population has come a watershed change in the balance of global GDP. Estimates suggest that
the combined GDP of the emerging economies has begun to exceed that of the developed world
within the last few years, and that this trend will accelerate to the point where the size of the
emerging economies will soon be as much as double that of developed economies (see Figure
1-2).5These emerging economies are still in the process of adding another group of middle-
class consumers, estimated variously at more than half a billion people, that will exceed the



population of all of Europe. What makes this trend particularly hazardous to ignore is that
patterns of both production and consumption in the emerging markets are no longer focused on
basic commodities, but now include products and services usually regarded as “high tech.” Here
are some examples:FIGURE 1-2 Global GDP of Developed and Emerging Economies “SIA
(Semiconductor Industry Association) expects … [that] developing countries will account for
over half of world-wide PC sales and about two-thirds of mobile phone sales… . Demand for
consumer electronic products in these new markets will continue to outpace growth in
developed markets… .”6 China has by far the largest number of Internet users. The country’s
online population of about 360 million already exceeds the entire population of the United
States.7 The largest automotive market in the world is now China, not the U.S., as vehicle sales
in China are projected to surpass those in the U.S. by more than two million on an annual
basis.8In a sense, this shift represents a return to the old normal. Looking back, China was the
world’s largest economy for most of the last 2,000 years up until the last few centuries, and the
Indian subcontinent had the world’s second-largest economy for at least several hundred years
—hence, the relatively greater size of the emerging economies prior to the mid-1800s(see
Figure 1-2).9These developing economies don’t always want to act according to Western beliefs
and values. Increasingly, they are asserting their own ideas of how the game should be played,
notably at the inflection points between business, government, environmental resources, and
social causes.MEGATREND #3: RAPID URBANIZATION IN ASIA AND AFRICAFor the global
economy, it makes a big difference where people live and what their occupations are. Rural
populations that are engaged primarily in subsistence agriculture are less likely to purchase or
provide goods and services delivered across geographic boundaries. When such people move
to an urban center, however, their lifestyles tend to become far more enmeshed in the network of
global commerce. For instance, they may go to work in factories that produce goods for
customers on the other side of the world, and they gradually gain the purchasing power to buy
clothes, foods, and consumer items produced elsewhere, while the natural resources of a local
farming community are no longer immediately available to them.North America and Europe
already had a majority of their populations living in cities in 1950, and they have become
progressively more urban since then, with well over seventy percent of their inhabitants now
living in urban centers. In contrast, Asia and Africa were predominantly rural throughout the
twentieth century, and are just now undergoing the transformation to a predominantly urban
society that other parts of the world experienced many decades ago (see Figure 1-3 below).10
Given the accompanying rapid population increase, we are witnessing the burgeoning growth of
cities in the world’s emerging markets of a size and scale never before seen on earth.
Consumers in these new markets are already demanding different products and services,
developed specifically for their needs and applications, and at price points unheard of in the past
and recently regarded as unfeasible by most major corporations.Implications for Strategy: The
Need for a Global MindsetPopulation growth, GDP shifts, and urbanization are driving an
inexorable transformation in the blend of risks and opportunities faced by commercial



enterprises worldwide. Global leadership is becoming an absolutely essential capability
because such change can only be grasped and successfully met with a strategic global mindset.
Companies will sooner or later need to respond to these trends through their impact on
particular industries, and will eventually be rendered obsolete by them if their response is
ineffective.FIGURE 1-3 Percent of the World’s Urban PopulationIndeed, the three megatrends
outlined previously have a pervasive combined impact that is affecting almost every aspect of
life on earth. Climate change, energy supply issues, deforestation, water shortages, species
extinction, fisheries depletion, and migration pressures can all be linked to changes in
population, GDP, and urbanization. We are witnessing a rapid proliferation of so-called
“tragedies of the commons” in which a person or even a country may derive short-term benefits
from an activity that degrades the common natural heritage of humanity. While all people bear a
shared responsibility for addressing these issues, commercial enterprises must learn how to
manage their businesses through the changes that have occurred already and those—both
predictable and unpredictable—yet to come.For business leaders with an outlook shaped by the
last century’s events, it is essential to comprehend the full cumulative implications of such
trends. Yet many executives still rely on an outmoded mental map without being fully aware of its
strategic drawbacks. Although it is difficult to anticipate and prepare for discontinuous events,
the trends that can be discerned already call for a reexamination of familiar topics using a fresh
perspective. Executives and their organizations must learn to reevaluate and reshaped their
responses to the following kinds of questions: Where are our key markets? What are the
companies that matter to us? What are the major sources of innovation? Who are the model
global leaders?MINDSET CHANGE: WHERE ARE OUR KEY MARKETS?The provocative
futurist Eamonn Kelly asks us to compare the great cities of the not-so-distant past with those
that are now rising to prominence. A list of the largest cities in the world in 1900 would include
London, New York, Paris, Berlin, Chicago, and others, with the only non-Western city being
Tokyo. By far the largest urban center on this list was London, with 6.5 million residents.11 If we
look at the roster projected for 2015, there are no U.S. or European cities among the top ten. The
largest urban areas in the world are now or soon will be places such as Mumbai and Kolkata,
India; São Paulo, Brazil; Chongqing and Shanghai, China; Jakarta, Indonesia; Lagos, Nigeria;
Karachi, Pakistan; and Dhaka, Bangladesh. Each will have a population that easily exceeds 15
million.12 Corporate managers who were raised in a world where the 1900 list was still the
dominant reality may have trouble finding many of the cities in the more current roster on a map,
let alone traveling or living in these locations and having a functional sense of their marketplace
dynamics. And yet these are the markets of the future. Any effective global strategy will need to
take them into account, considering which locations to target and how to achieve commercial
success in a place that may have very different consumer tastes, supply chain resources, or
pricing standards.MINDSET CHANGE: WHAT ARE THE COMPANIES THAT MATTER TO US?
Knowing the competitive landscape is an important part of any strategy and an integral element
of leadership skills. We tend to focus on “the usual suspects”—companies that have been rivals



for many years and that are based in our own home market or another developed economy
location. Yet strategy experts warn that the most dangerous competition can enter a market
laterally from another industry or as a start-up with a disruptive product concept. There is a
global version of this phenomenon, which is the emerging market company that was not
previously on anyone’s radar screen, but is growing rapidly and could soon become a potent
force not only locally but around the world. Such companies are potential competitors, but also
possible customers, suppliers, or partners.A veteran of the electronics industry once described
how his Western firm had been satisfied with its high rate of business growth in Japan, a
promising market for the company at that time. Simultaneously, a small local competitor was
growing at almost double that rate, although it was still too minor within the larger scheme of
things to be regarded as a significant threat. That “small local competitor” continued to prosper
and today is the global giant known as Sony; meanwhile, the competitive rival that the Western
firm had been most focused on in that earlier growth era has since faded into obscurity, in part
due to its lack of success in foreign markets. In the Chinese automotive market today, for
example, there may be rapidly growing automobile makers or parts suppliers that could be the
giants of the future.If the world’s growth markets with the most significant potential include the so-
called BRIC countries—Brazil, Russia, India, and China—to what extent are the people who
shape strategy in your organization aware of the competitive threats as well as the opportunities
presented by firms that are growing quickly but less well-known outside their home countries?
Figure 1-4 notes a few examples from various industries in BRIC countries.13 Global team
participants who are from these countries or nearby regions will immediately demonstrate their
value when viewing such a list, as they will probably have a much more lively and well-informed
sense of the competitive landscape.FIGURE 1-4 Sample List of BRIC CompaniesMINDSET
CHANGE: WHAT ARE THE MAJOR SOURCES OF INNOVATION?There is a comforting myth
believed by many in the developed world that emerging market firms are imitators rather than
innovators, and that their products and services are nearly always derivative of those invented
elsewhere. Historically, there is some truth to this claim, but it is increasingly the case that major
innovations originate from developing rather than developed countries. A disruptive innovation is
defined as a product that is introduced at a significantly lower price point with adequate although
not stellar functionality, and which through continuous improvement comes to rival and possibly
replace products formerly regarded as higher-end offerings.14 This turns out to be a rather good
description of many products coming from the developing world.The term trickle up—the
opposite of the customary notion of technology that “trickles down” from advanced economies to
the rest of the world—is even being used to describe the effects of these products. For example,
General Electric’s Healthcare India operation designed a portable electrocardiogram (ECG)
device for the local market to be sold at one-tenth the price of larger, more sophisticated
products used in North America and Europe. That same product has now been introduced into
Germany, reversing of the previous trickle-down pattern.15 Similarly, the Chinese company BYD
has introduced a battery-powered car into the Chinese automotive market that is being offered



at a far lower price than the advertised prices for competing Japanese and U.S. products—and
BYD has made its product available to consumers sooner. Warren Buffett is a major stakeholder
in BYD, and doubtless sees potential applications for its products that extend far beyond
China.16The value of continuous improvement should also not be underestimated. A series of
incremental innovations introduced by energetic smaller players can have a highly disruptive
impact over time, particularly in markets where large numbers of components are assembled to
create the final product. Over the years, markets for major industries such as automobiles,
shipbuilding, home appliances, and telecommunications have been turned upside down by
former “imitators” who were initially looked down upon but gradually became quite skillful at
continuous improvement. Companies such as Toyota, Hyundai Heavy Industries (shipbuilding),
Haier (home appliances), and Huawei (telecommunications) are now formidable global
competitors. Firms that seek to do business in emerging markets, and increasingly even in
developed economies, must create compelling combinations of breakthrough pricing, adequate
technology, and continuous improvement that is sustained over long periods of time in order to
remain competitive.MINDSET CHANGE: WHO ARE THE MODEL GLOBAL LEADERS?The
Western business press has celebrated a few current or former top executives in its pantheon of
model global leaders over the past couple of decades, and it is often assumed that these
models still have worldwide currency. Jack Welch of General Electric, Carlos Ghosn of Renault
and Nissan, Akio Morita from Sony, and A. G. Lafley of Procter & Gamble have indeed led
remarkable careers. But without continual revitalization, the companies their names are linked
with may one day look like the list of the world’s largest cities in 1900—in fact, most of the largest
corporations from the first half of the twentieth century have already faded into obscurity. A host
of other executives and firms in many different markets merit increasing recognition.It is worth
looking to developing markets to expand our view of model executives, both because there are
individuals who deserve inclusion and because employees in other parts of the world may find
such people and their careers easier to identify with and to emulate. In India, for example,
Narayana Murthy of Infosys and Azim Premji of Wipro have started corporations and achieved
unprecedented successes in the world’s second-most populous nation. Each helped to build
what are now two of Asia’s most respected companies from very humble beginnings, and they
are admired not only for their business acumen but for their ethics and substantial contributions
to social causes.Narayana Murthy, InfosysAzim Premji, Wipro TechnologiesIn China, Zhang
Ruimin, the CEO of Haier, is sometimes called the “Jack Welch of China,” and he is probably
much better known than Jack Welch to most businesspeople there. He led a destitute and
dysfunctional state-owned enterprise from its former ruinous position into one of the world’s
most formidable home appliance companies; it has become a leading supplier even to Western
enterprises such as Wal-Mart. Liu Chuanzhi, chairman of Lenovo, built the capabilities of a
domestic Chinese computer-maker to the point where it executed the previously almost
unimaginable purchase of IBM’s personal computer division and is now among the world’s top
five industry players.Zhang Ruimin, HaierLiu Chuanzhi, LenovoSuch names only begin to



represent the rich variety of careers and characters that can be glimpsed within an expanded
perspective. José Sergio Gabrielli de Azevedo of Petrobras (Brazil’s massive state energy
company, now the fourth largest in the world), Roger Agnelli of Companhia Vale do Rio Doce (a
Brazilian mining enterprise), and even a colorful and controversial individual like Roman
Abramovich (Russian oil tycoon, provincial governor, and football team owner in the United
Kingdom) reflect unique features of their respective home markets, and offer insights about what
may or may not work when doing business in the developing world.ConclusionLeadership was
formerly a topic reserved for the corporate and political elite, and leading in a global context was
simply not a reality even for many people in top-ranking jobs. Now, due at least in part to the
megatrends described above, global leadership has become the target of much broader
attention. Not only executives in line to step into top leadership roles, but also mid-level “high-
potential” employees, MBA candidates, and even university undergraduates are receiving
training and coaching in this area. There are a variety of factors related to this transformation.
Organizations seeking to leverage emerging trends and to grow their business in key markets
around the world have prioritized the need to build their global leadership pipeline and are willing
to make significant investments for this purpose. The notion of “leadership at all levels,”
popularized by Noel Tichy and others, suggests that there are many roles—not just top
executive positions—in which leadership capabilities can be meaningfully deployed.17 Global
leadership and its secrets are alluring to those who seek to move up the career ladder as quickly
as possible. (Who wants to be a mere manager in a domestic operation when you could be a
global leader instead?) A corporate and educational funding bandwagon sometimes makes it
easier to receive funding for a prestigious and high-profile topic such as global leadership rather
than more prosaic skills such as project or performance management.Whatever their
organizational role, present or future, only leaders with truly global vision and skills will be able to
best position their enterprises to cope with the three megatrends portrayed here and their
implications for global commerce and leadership. A keen sense of the strategic implications of
population growth, GDP shifts, and urbanization will provide an important compass for
navigation through stormy economic times. In addition to knowing the most critical markets,
companies, sources of innovation, and examples of leadership, leaders will need to tap new
sources of talent and ways to develop the global competencies of people on the other side of
their world.There is much that we don’t know about where the world will go and how markets will
evolve, but also much that is readily evident. Strategic plans must incorporate such insights
without being “too early” or “too late.” A global mindset and the global skill set that enable
leaders to more readily discern and respond to key trends are part of the recipe for successful
long-term growth.CHAPTER ONEWhy Global Leadership?Acompelling set of underlying trends
drives the current focus on global leadership. Many companies have gone through enormous
changes in recent times in response to dynamic—bordering on cataclysmic—economic events.
They have shaken up their operations and increased, reallocated, or curtailed investments to
cope with unprecedented market fluctuation. These megatrends have created a new landscape



for the world at large and have made a significant impact on the ways companies conduct their
daily business.As strategic plans are shaped for the coming years, the task of determining
global strategic priorities and deploying limited resources has never been more crucial. The
challenge for most companies, which tend to react relatively quickly to the changing global
landscape, is in getting their employees to change as rapidly. Stale mental models dictate
outmoded leadership behaviors. The ability to deal with “multiplexity”—complexity in multiple
forms—requires frequent retooling of previous skill sets and a new or expanded repertoire of
leadership behaviors. There is an intense need for leaders who have both the vision and the
skills to function effectively in a world that is simultaneously boundaryless and replete with
boundaries that mark significant differences across a broad spectrum of business and culture:
customer needs, supply chain issues, employee motivation, competition, ethical standards,
legal frameworks, standard business practices, religious and political influences, educational
systems, and so on.Three MegatrendsAmidst the dynamic global landscape, full of uncertainty
as well as clearer trend lines, what are the key underlying currents that we need to track, and
what are their practical implications for global leadership strategy? Futurists have their own
predilections and temperaments, and they paint different scenarios as well as more general
pictures of where our planet is headed, both gloomy and optimistic.1 Some focus on
technological developments and their implications, others look at social trends, and still others
analyze geopolitical forces. Futurism provides a unique license to speculate without immediate
feedback on one’s predictions, which can only be assessed years down the road (in contrast to
investment advisors who must compete each year with monkeys throwing darts).An important
piece of futurist advice is that the years ahead will most probably bring discontinuous events that
cannot be accurately predicted based strictly upon extrapolations from the present, as with
unanticipated and transformative events of recent years such as armed conflicts, terrorism,
financial crises, piracy, epidemics, and environmental disasters precipitated by either natural or
human causes. Mixed in with these discontinuous events, the crystal ball of futurist projections
also holds more easily predictable trends that are either already well-established or which are
readily visible and can be expected to spread. Another piece of futurist wisdom maintains that
the future is already present at certain locations in our midst (imagine those first clumsy
prototype automobiles trundling down dirt roads in the early 1900s) if we have the eyes to
perceive it and the imagination to anticipate where it could take us.Three highly predictable
megatrends have been steadily impacting the global business environment for decades; such
trends are likely to continue to exert an increasing influence over the future and are shaping an
arena in which global leadership skills will be a prerequisite for organizational survival and
growth. These three trends are (1) population growth in the developing world, (2) changes in the
balance of the gross domestic product (GDP) between developed and emerging markets, and
(3) rapid urbanization in Asia and Africa. While they may sound familiar, each trend holds
implications with which few, if any, corporations have fully come to terms.2MEGATREND #1:
POPULATION GROWTH IN THE DEVELOPING WORLDOur planet is currently in the midst of



the greatest boom in human population it has ever seen. Demographers project that in the short
span of one hundred years, from 1950 to 2050, the world’s population will have more than tripled
from approximately 2.5 billion to over 9 billion. Such trend lines are slow to change, and even
though population growth has moderated in some locations over the last decades, it is still
probable that we will hit or exceed the 9 billion mark within our own lifetimes or those of our
children.What is less commonly recognized about this trend is that virtually one hundred percent
of this population growth is occurring in the developing world. The number of people in the
developed world was slightly under a billion in 1950, and the population of those same countries
in 2050 will probably be little more than a billion. So almost the entire increase of six and a half
billion people over this hundred-year span will be in countries that represented only one and a
half billion people in 1950—a fourfold increase in the developing countries vis-à-vis the stagnant
population size of the developed world (see Figure 1-1).3 This trend has tremendous
implications for future markets, consumer demand, workforce demographics, talent availability
and readiness, and much more. Consider for a moment the implications of the related fact that
nine out of ten of the world’s children under the age of fifteen currently live in developing
countries.4As their markets and the people they lead continue to diverge from the demographic
features that dominated the economy in the recent past, present and future leaders will be
increasingly unable to cope using only the popular, culturally embedded ideals of leadership
often seen on the domestic best-seller lists.FIGURE 1-1 Projected Global Population
GrowthMEGATREND #2: CHANGES IN THE BALANCE OF GDPCompanies accustomed to
earning the bulk of their revenues in North America and Europe might argue that their biggest
customers and business opportunities are still where they have always been in recent memory
and therefore downplay the significance of developing countries’ population growth. However,
along with the shifting locus of the world’s population has come a watershed change in the
balance of global GDP. Estimates suggest that the combined GDP of the emerging economies
has begun to exceed that of the developed world within the last few years, and that this trend will
accelerate to the point where the size of the emerging economies will soon be as much as
double that of developed economies (see Figure 1-2).5These emerging economies are still in
the process of adding another group of middle-class consumers, estimated variously at more
than half a billion people, that will exceed the population of all of Europe. What makes this trend
particularly hazardous to ignore is that patterns of both production and consumption in the
emerging markets are no longer focused on basic commodities, but now include products and
services usually regarded as “high tech.” Here are some examples:FIGURE 1-2 Global GDP of
Developed and Emerging Economies “SIA (Semiconductor Industry Association) expects …
[that] developing countries will account for over half of world-wide PC sales and about two-thirds
of mobile phone sales… . Demand for consumer electronic products in these new markets will
continue to outpace growth in developed markets… .”6 China has by far the largest number of
Internet users. The country’s online population of about 360 million already exceeds the entire
population of the United States.7 The largest automotive market in the world is now China, not



the U.S., as vehicle sales in China are projected to surpass those in the U.S. by more than two
million on an annual basis.8In a sense, this shift represents a return to the old normal. Looking
back, China was the world’s largest economy for most of the last 2,000 years up until the last few
centuries, and the Indian subcontinent had the world’s second-largest economy for at least
several hundred years—hence, the relatively greater size of the emerging economies prior to the
mid-1800s(see Figure 1-2).9These developing economies don’t always want to act according to
Western beliefs and values. Increasingly, they are asserting their own ideas of how the game
should be played, notably at the inflection points between business, government, environmental
resources, and social causes.MEGATREND #3: RAPID URBANIZATION IN ASIA AND
AFRICAFor the global economy, it makes a big difference where people live and what their
occupations are. Rural populations that are engaged primarily in subsistence agriculture are less
likely to purchase or provide goods and services delivered across geographic boundaries. When
such people move to an urban center, however, their lifestyles tend to become far more
enmeshed in the network of global commerce. For instance, they may go to work in factories that
produce goods for customers on the other side of the world, and they gradually gain the
purchasing power to buy clothes, foods, and consumer items produced elsewhere, while the
natural resources of a local farming community are no longer immediately available to
them.North America and Europe already had a majority of their populations living in cities in
1950, and they have become progressively more urban since then, with well over seventy
percent of their inhabitants now living in urban centers. In contrast, Asia and Africa were
predominantly rural throughout the twentieth century, and are just now undergoing the
transformation to a predominantly urban society that other parts of the world experienced many
decades ago (see Figure 1-3 below).10 Given the accompanying rapid population increase, we
are witnessing the burgeoning growth of cities in the world’s emerging markets of a size and
scale never before seen on earth. Consumers in these new markets are already demanding
different products and services, developed specifically for their needs and applications, and at
price points unheard of in the past and recently regarded as unfeasible by most major
corporations.Implications for Strategy: The Need for a Global MindsetPopulation growth, GDP
shifts, and urbanization are driving an inexorable transformation in the blend of risks and
opportunities faced by commercial enterprises worldwide. Global leadership is becoming an
absolutely essential capability because such change can only be grasped and successfully met
with a strategic global mindset. Companies will sooner or later need to respond to these trends
through their impact on particular industries, and will eventually be rendered obsolete by them if
their response is ineffective.FIGURE 1-3 Percent of the World’s Urban PopulationIndeed, the
three megatrends outlined previously have a pervasive combined impact that is affecting almost
every aspect of life on earth. Climate change, energy supply issues, deforestation, water
shortages, species extinction, fisheries depletion, and migration pressures can all be linked to
changes in population, GDP, and urbanization. We are witnessing a rapid proliferation of so-
called “tragedies of the commons” in which a person or even a country may derive short-term



benefits from an activity that degrades the common natural heritage of humanity. While all
people bear a shared responsibility for addressing these issues, commercial enterprises must
learn how to manage their businesses through the changes that have occurred already and
those—both predictable and unpredictable—yet to come.For business leaders with an outlook
shaped by the last century’s events, it is essential to comprehend the full cumulative implications
of such trends. Yet many executives still rely on an outmoded mental map without being fully
aware of its strategic drawbacks. Although it is difficult to anticipate and prepare for
discontinuous events, the trends that can be discerned already call for a reexamination of
familiar topics using a fresh perspective. Executives and their organizations must learn to
reevaluate and reshaped their responses to the following kinds of questions: Where are our key
markets? What are the companies that matter to us? What are the major sources of innovation?
Who are the model global leaders?MINDSET CHANGE: WHERE ARE OUR KEY MARKETS?
The provocative futurist Eamonn Kelly asks us to compare the great cities of the not-so-distant
past with those that are now rising to prominence. A list of the largest cities in the world in 1900
would include London, New York, Paris, Berlin, Chicago, and others, with the only non-Western
city being Tokyo. By far the largest urban center on this list was London, with 6.5 million
residents.11 If we look at the roster projected for 2015, there are no U.S. or European cities
among the top ten. The largest urban areas in the world are now or soon will be places such as
Mumbai and Kolkata, India; São Paulo, Brazil; Chongqing and Shanghai, China; Jakarta,
Indonesia; Lagos, Nigeria; Karachi, Pakistan; and Dhaka, Bangladesh. Each will have a
population that easily exceeds 15 million.12 Corporate managers who were raised in a world
where the 1900 list was still the dominant reality may have trouble finding many of the cities in
the more current roster on a map, let alone traveling or living in these locations and having a
functional sense of their marketplace dynamics. And yet these are the markets of the future. Any
effective global strategy will need to take them into account, considering which locations to
target and how to achieve commercial success in a place that may have very different consumer
tastes, supply chain resources, or pricing standards.MINDSET CHANGE: WHAT ARE THE
COMPANIES THAT MATTER TO US?Knowing the competitive landscape is an important part of
any strategy and an integral element of leadership skills. We tend to focus on “the usual
suspects”—companies that have been rivals for many years and that are based in our own home
market or another developed economy location. Yet strategy experts warn that the most
dangerous competition can enter a market laterally from another industry or as a start-up with a
disruptive product concept. There is a global version of this phenomenon, which is the emerging
market company that was not previously on anyone’s radar screen, but is growing rapidly and
could soon become a potent force not only locally but around the world. Such companies are
potential competitors, but also possible customers, suppliers, or partners.A veteran of the
electronics industry once described how his Western firm had been satisfied with its high rate of
business growth in Japan, a promising market for the company at that time. Simultaneously, a
small local competitor was growing at almost double that rate, although it was still too minor



within the larger scheme of things to be regarded as a significant threat. That “small local
competitor” continued to prosper and today is the global giant known as Sony; meanwhile, the
competitive rival that the Western firm had been most focused on in that earlier growth era has
since faded into obscurity, in part due to its lack of success in foreign markets. In the Chinese
automotive market today, for example, there may be rapidly growing automobile makers or parts
suppliers that could be the giants of the future.If the world’s growth markets with the most
significant potential include the so-called BRIC countries—Brazil, Russia, India, and China—to
what extent are the people who shape strategy in your organization aware of the competitive
threats as well as the opportunities presented by firms that are growing quickly but less well-
known outside their home countries? Figure 1-4 notes a few examples from various industries in
BRIC countries.13 Global team participants who are from these countries or nearby regions will
immediately demonstrate their value when viewing such a list, as they will probably have a much
more lively and well-informed sense of the competitive landscape.FIGURE 1-4 Sample List of
BRIC CompaniesMINDSET CHANGE: WHAT ARE THE MAJOR SOURCES OF INNOVATION?
There is a comforting myth believed by many in the developed world that emerging market firms
are imitators rather than innovators, and that their products and services are nearly always
derivative of those invented elsewhere. Historically, there is some truth to this claim, but it is
increasingly the case that major innovations originate from developing rather than developed
countries. A disruptive innovation is defined as a product that is introduced at a significantly
lower price point with adequate although not stellar functionality, and which through continuous
improvement comes to rival and possibly replace products formerly regarded as higher-end
offerings.14 This turns out to be a rather good description of many products coming from the
developing world.The term trickle up—the opposite of the customary notion of technology that
“trickles down” from advanced economies to the rest of the world—is even being used to
describe the effects of these products. For example, General Electric’s Healthcare India
operation designed a portable electrocardiogram (ECG) device for the local market to be sold at
one-tenth the price of larger, more sophisticated products used in North America and Europe.
That same product has now been introduced into Germany, reversing of the previous trickle-
down pattern.15 Similarly, the Chinese company BYD has introduced a battery-powered car into
the Chinese automotive market that is being offered at a far lower price than the advertised
prices for competing Japanese and U.S. products—and BYD has made its product available to
consumers sooner. Warren Buffett is a major stakeholder in BYD, and doubtless sees potential
applications for its products that extend far beyond China.16The value of continuous
improvement should also not be underestimated. A series of incremental innovations introduced
by energetic smaller players can have a highly disruptive impact over time, particularly in
markets where large numbers of components are assembled to create the final product. Over
the years, markets for major industries such as automobiles, shipbuilding, home appliances, and
telecommunications have been turned upside down by former “imitators” who were initially
looked down upon but gradually became quite skillful at continuous improvement. Companies



such as Toyota, Hyundai Heavy Industries (shipbuilding), Haier (home appliances), and Huawei
(telecommunications) are now formidable global competitors. Firms that seek to do business in
emerging markets, and increasingly even in developed economies, must create compelling
combinations of breakthrough pricing, adequate technology, and continuous improvement that is
sustained over long periods of time in order to remain competitive.MINDSET CHANGE: WHO
ARE THE MODEL GLOBAL LEADERS?The Western business press has celebrated a few
current or former top executives in its pantheon of model global leaders over the past couple of
decades, and it is often assumed that these models still have worldwide currency. Jack Welch of
General Electric, Carlos Ghosn of Renault and Nissan, Akio Morita from Sony, and A. G. Lafley
of Procter & Gamble have indeed led remarkable careers. But without continual revitalization,
the companies their names are linked with may one day look like the list of the world’s largest
cities in 1900—in fact, most of the largest corporations from the first half of the twentieth century
have already faded into obscurity. A host of other executives and firms in many different markets
merit increasing recognition.It is worth looking to developing markets to expand our view of
model executives, both because there are individuals who deserve inclusion and because
employees in other parts of the world may find such people and their careers easier to identify
with and to emulate. In India, for example, Narayana Murthy of Infosys and Azim Premji of Wipro
have started corporations and achieved unprecedented successes in the world’s second-most
populous nation. Each helped to build what are now two of Asia’s most respected companies
from very humble beginnings, and they are admired not only for their business acumen but for
their ethics and substantial contributions to social causes.Narayana Murthy, InfosysAzim Premji,
Wipro TechnologiesIn China, Zhang Ruimin, the CEO of Haier, is sometimes called the “Jack
Welch of China,” and he is probably much better known than Jack Welch to most
businesspeople there. He led a destitute and dysfunctional state-owned enterprise from its
former ruinous position into one of the world’s most formidable home appliance companies; it
has become a leading supplier even to Western enterprises such as Wal-Mart. Liu Chuanzhi,
chairman of Lenovo, built the capabilities of a domestic Chinese computer-maker to the point
where it executed the previously almost unimaginable purchase of IBM’s personal computer
division and is now among the world’s top five industry players.Zhang Ruimin, HaierLiu
Chuanzhi, LenovoSuch names only begin to represent the rich variety of careers and characters
that can be glimpsed within an expanded perspective. José Sergio Gabrielli de Azevedo of
Petrobras (Brazil’s massive state energy company, now the fourth largest in the world), Roger
Agnelli of Companhia Vale do Rio Doce (a Brazilian mining enterprise), and even a colorful and
controversial individual like Roman Abramovich (Russian oil tycoon, provincial governor, and
football team owner in the United Kingdom) reflect unique features of their respective home
markets, and offer insights about what may or may not work when doing business in the
developing world.ConclusionLeadership was formerly a topic reserved for the corporate and
political elite, and leading in a global context was simply not a reality even for many people in top-
ranking jobs. Now, due at least in part to the megatrends described above, global leadership has



become the target of much broader attention. Not only executives in line to step into top
leadership roles, but also mid-level “high-potential” employees, MBA candidates, and even
university undergraduates are receiving training and coaching in this area. There are a variety of
factors related to this transformation. Organizations seeking to leverage emerging trends and to
grow their business in key markets around the world have prioritized the need to build their
global leadership pipeline and are willing to make significant investments for this purpose. The
notion of “leadership at all levels,” popularized by Noel Tichy and others, suggests that there are
many roles—not just top executive positions—in which leadership capabilities can be
meaningfully deployed.17 Global leadership and its secrets are alluring to those who seek to
move up the career ladder as quickly as possible. (Who wants to be a mere manager in a
domestic operation when you could be a global leader instead?) A corporate and educational
funding bandwagon sometimes makes it easier to receive funding for a prestigious and high-
profile topic such as global leadership rather than more prosaic skills such as project or
performance management.Whatever their organizational role, present or future, only leaders
with truly global vision and skills will be able to best position their enterprises to cope with the
three megatrends portrayed here and their implications for global commerce and leadership. A
keen sense of the strategic implications of population growth, GDP shifts, and urbanization will
provide an important compass for navigation through stormy economic times. In addition to
knowing the most critical markets, companies, sources of innovation, and examples of
leadership, leaders will need to tap new sources of talent and ways to develop the global
competencies of people on the other side of their world.There is much that we don’t know about
where the world will go and how markets will evolve, but also much that is readily evident.
Strategic plans must incorporate such insights without being “too early” or “too late.” A global
mindset and the global skill set that enable leaders to more readily discern and respond to key
trends are part of the recipe for successful long-term growth.CHAPTER TWOWhat’s Different
About Global Leadership?Most leaders have received formal or informal leadership training
during the course of their careers. As their roles expand to include global responsibilities, the
question naturally arises, “What’s different about global leadership?” Proponents of various
leadership development approaches are not necessarily aware of or in discussion with one
another, and there is a great deal of confusion regarding the distinction between leadership in
general and global leadership in particular, both in the corporate world and in academia. It is
worth reviewing both generic and more specifically global approaches to arrive at a clearer
picture. (Readers who are most interested in a practical description of global leadership
behaviors based on our own research are advised to skip ahead to the summary of our findings
beginning on p 29.)Leadership: Common ApproachesPolitical rulers and military strategists of
earlier eras drew upon numerous sources of advice, some of which still exert influence today.
The topic of leadership is fascinating in part because there are many approaches and examples
that have been held up as models over time. Confucius, Mencius, and Sun Tzu offered their
versions of leadership consultation in past millennia in ancient China. Figures remembered from



other countries in subsequent eras such as Plato, Cicero, Machiavelli, and von Clausewitz have
also contributed their ideas and advice. Leaders engaged in commerce have received guidance
in many forms as well, including instruction through the religious traditions of Judaism,
Christianity, and Islam.The focus in this section will be on leadership approaches in the post–
World War II West, particularly in the United States, that have gained common currency in the
business arena and have been applied in many countries around the world, albeit with mixed
results. There has been a special fascination with these models, even in places such as Japan,
the Middle East, and Northern Europe, due to the size and relative success of the U.S. economy,
the reach of its business schools, and the ubiquity of its brand names. As the global balance of
economic power shifts, this intellectual hegemony has already begun to slip, and those who
once looked primarily to the U.S. for reference points have begun to cast a wider net for other
leadership perspectives.LEADERSHIP AND MANAGEMENTJohn Kotter of the Harvard
Business School articulates an approach that has probably gained the most widespread
recognition over the last twenty years. In his seminal work What Leaders Really Do, he provides
a definition of leadership that is also contrasted with management. Leadership, according to
Kotter, involves coping with change by setting a direction, aligning people, and motivating and
inspiring—often through leveraging informal networks within the organization.1Others such as
Jay Conger elaborate this picture of leadership by noting that it includes sensing an opportunity
in the current situation, formulating a vision, communicating the vision, building trust and
motivating followers, and ultimately achieving the vision through actions such as personal
modeling and empowerment of coworkers.2 Figure 2-1 provides a visual illustration that
combines and embellishes the definitions of leadership from Kotter and Conger.From a global
leadership perspective, Kotter’s definition of leadership is unquestionably helpful, but it is
incomplete. It does not address issues such as how to read different futures for different
markets, establish a vision with indigenous resonance in key locations, communicate effectively
with people accustomed to a different communication style, create alignment across a complex
matrix structure, motivate and engage emerging market employees, provide a personal example
that inspires people in fifty countries, or identify high-potential future leaders who live ten
thousand miles from headquarters.Management, on the other hand, focuses on coping with
complexity through planning and budgeting, organizing and staffing, and coordinating and
problem solving; usually this means working through more formal organizational structures and
systems. Figure 2-2 is a contrasting depiction of management based on Kotter’s distinction. This
definition, too, needs adaptation to a multicultural context, but that is a topic that has been
addressed elsewhere.3FIGURE 2-1 General Definitions of Leadership.LEADERSHIP AT ALL
LEVELSBeyond the current general definition of leadership as setting and communicating a
vision, aligning the organization, and motivating employees, there is also the question of to
whom these activities apply. Leadership is sometimes seen as the sole purview of top executives
—the culmination of a long path that begins with more ordinary management tasks. Noel Tichy’s
notion of “leadership at all levels” represents a different stance: he claims that the most effective



companies are the ones that work assiduously to cultivate leadership capabilities at each level
of the organization.“Organizations are winners because they have good leaders, not just at the
top, but at all levels. Winning companies value leaders, they have cultures that expect and
reward leadership, and they actively put time and resources into developing them. Winning
companies win because they have lots of leaders, and they have lots of leaders because they
deliberately and systematically produce them.”4FIGURE 2-2 General Definition of
ManagementTichy’s emphasis on this open, multilevel approach to leadership development has
been adopted by many corporations. They have invested considerable time and resources to
enhance the capabilities of individuals designated as having “high-potential,” and this has
spawned an entire industry of leadership development professionals and approaches. At the
same time, the increasingly fashionable focus on leadership at all levels has led to confusion
about the nature of leadership and in some cases fostered a denigration of the vital workhorse
skills of good management. Given the choice between attending a leadership development
program or a more standard management course, ambitious younger employees are naturally
attracted to leadership, even though they have not yet learned how to manage well or even had
much management experience. And those who have risen to higher levels in an organization
may now feel that they no longer need to manage, as ordinary management skills are beneath
them—after all, leaders only need to worry about leadership, right?A useful way to sort out the
growing terminological confusion and to continue to recognize the substantial value of everyday
management skills is to distinguish conceptually between “leaders” and “leadership,” and
between “managers” and “management,” as illustrated in Figure 2-3. Regardless of whether
one’s official position in the organization (or self-concept, for that matter) is identified as that of
leader or manager, both leadership and management skills are likely to be necessary. Even top
executives are involved in budgeting, assigning tasks, and tracking and evaluating performance;
meanwhile, a relatively new employee may take charge of a project or team for which it is
necessary to establish a vision or direction, communicate that to others, and motivate team
members to participate in its implementation. The balance of leadership and management skills
that a person exercises over the course of a career may shift according to the nature of his or her
changing roles, and some people are better at one set of skills than the other, but most jobs at
any hierarchical level continue to call for a measure of both. In this book the term leader will be
used as in common speech to refer broadly to anyone who must take on a leadership role, while
top executive will be used to single out the highest-ranking leaders of an organization, keeping in
mind that all leaders may need to carry out “management” roles as well.Although Tichy’s
“leadership at all levels” has been popular and influential, it has also created head-scratching
moments for global customers and counterparts in more hierarchically oriented countries when
they meet a self-described leader who is twenty-eight years old and appears to be in his or her
first basic management role. At its best, Tichy’s concept fosters the rapid empowerment and
development of young leaders with great promise. Defects stemming from its misapplication
include a muddling of leadership and management as well as culture clashes between those



who consider themselves leaders already and others who regard them as just another junior
employee.FIGURE 2-3 Leaders and Managers versus Leadership and ManagementRam
Charan and his coauthors of The Leadership Pipeline have helped to articulate the changing
requirements of positions at various hierarchical levels in a large-scale organization. Their model
highlights what a leader needs to value and be spending time on at a particular stage (e.g.,
helping others get work done versus doing it themselves). The authors describe a succession of
leadership passages through which a person moves from being an individual contributor to a
front-line management role, then takes on the responsibility of guiding other managers, and
subsequently learns how to head up a function, business, group, or an entire enterprise. Their
work reminds us that even in a primarily domestic organization the requirements of leadership
evolve as a person moves to a new role with increased responsibilities. For instance, a person
who was previously in charge of a function and who must now lead a business will have to deal
with a new degree of complexity, set strategies for growth and profitability for the business as a
whole, value other functions equally, and cope with intense visibility as well as scrutiny from
above and below in the organization.5 Limitations of this framework in a global context will be
addressed in Chapter 7.MULTIPLE INTELLIGENCES AND NEUROSCIENCEContemporary
approaches to leadership have been further enriched by research on multiple forms of
intelligence. In the 1980s, Howard Gardner introduced the concepts of intrapersonal and
interpersonal intelligence to stress the importance of both self-understanding and the ability to
understand the intentions and motivations of others.6 The related notion of emotional
intelligence, although criticized in scholarly circles for lack of supporting evidence, was later
popularized by Daniel Goleman.7 This thread of discussion has been taken up in recent years
and recast under the rubric of “personal leadership,” which emphasizes mindfulness, attending
to emotions and even physical sensations, and crafting a life that is aligned with one’s personal
vision and yet creatively open to the unknown or the ambiguous.8Another contribution to
leadership research and practice has come through the rapid evolution in neuroscience. David
Rock and Jeffrey Schwartz, for example, have explicitly sought to tie neuroscience to the
challenges leaders face in achieving lasting organizational change. Rock’s work highlights the
importance of addressing “five domains of social experience that [the] brain treats the same as
survival issues.” These are basic human impulses associated with status, certainty, autonomy,
relatedness, and fairness.9 Triggering them in a negative way creates resistance and even
trauma, while handling them smoothly improves concentration, focus, and performance along
with receptivity to change. Rock and Schwartz also stress the value of a compelling vision that
encourages employees to leave behind outmoded mental maps and to focus on solutions rather
than problems. Effective leadership, they claim, creates opportunities for people to experience
fresh insights related to a vision of the future that are then reinforced by a steady focus of
attention on desirable changes; this combination of insight and attention reportedly enables the
development of new neural connections that are linked with changes in behavior.10Rock and
Schwartz acknowledge the importance of both nature and nurture—that is, both brain



physiology and cultural factors that shape neurological development. In this book we include a
number of research vignettes that show how cultural factors may influence brain development
and function. This line of thinking originates from the neuroscience of culture, a field of study that
integrates neuroscience and cultural psychology. In recent years, scientists have come to
believe that the brain has a seemingly endless capability to change its structure as a result of
experience. Through functional magnetic resonance imaging (fMRI) studies, neuroscientists
have proven that people from different cultures process information in different parts of the brain.
Yet, over time, exposure to a new culture actually changes the way we use our brains, effectively
giving us new mental maps that are not only metaphoric but physiological. Although our
personal styles of perception and attention, for instance, may come hardwired at birth, through
extended exposure to different social groups we can fundamentally alter the ways in which our
brains process information.Intercultural Perspectives on LeadershipIntercultural training and
theory have approached leadership from another direction; they help to link generic approaches
to leadership with the challenges of leading in a global context. Primary tenets of the intercultural
approach include being aware of one’s own culturally based values, beliefs, and assumptions;
perceiving how others behave according to their own cultural lens; and leveraging differences
and bridging gaps in thought and behavior to improve performance.DIMENSIONS OF
CULTUREInterculturalists tend to focus on cultural contrasts, comparing countries and
individuals along certain dimensions of culture. Geert Hofstede and Fons Trompenaars, for
example, have formulated or applied dimensions of behavior for which they have found strikingly
divergent patterns in different countries.11A number of survey tools are available for generating
one’s own cultural profile and comparing it with profiles for countries or other individuals; the
GlobeSmart® self-assessment is one such tool, and a sample set of results for a multicultural
team are displayed in Figure 2-4.12While such broad cultural contrasts are useful to anyone who
is working across borders, they can also be applied to the specific concerns of people who are
in leadership roles. For example, a functional team leader who seeks to initiate a change
process in a multicultural organization would be well-advised to consider attitudes toward risk-
taking that are shaped by different cultural orientations and to formulate culturally appropriate
strategies for handling them. If Steffi Hegel, for instance, were the leader of the team portrayed
in Figure 2-4, she would probably find some team members who are eager to jump into the
change effort immediately while others would want to engage in a detailed analysis of potential
risks along with careful planning to address such risks, before proceeding. Similarly, she would
likely discover that her direct communication style and task-focused orientation clash with the
more indirect and relationship-oriented styles of other team members, and will need to model
and promote “style-switching” among team members to ensure that everyone ultimately
contributes to and owns the change process. Cultural knowledge can be similarly leveraged in
other leadership tasks such as communicating a vision or strategy, motivating employees,
creating organizational alignment and evaluating potential future leaders. Indeed, leaders
working in diverse environments ignore such cultural variables at their peril.FIGURE 2-4 Sample



Multicultural Team ProfileThe massive GLOBE (Global Leadership and Organizational Behavior
Effectiveness) Study by Robert House and his associates attempts to identify leadership
behaviors that have broad global application and those that are viewed in contrasting ways
according to the cultural background of respondents. By comparing survey results from ten
regional data clusters, the researchers identified universal factors of leadership effectiveness
such as integrity, charismatic/value-based behaviors, and teamwork. On the other hand, they
found there is greater cultural variation when it comes to leadership that is described as self-
protective (as in face-saving), participative, or humane-oriented.Neuroscience and Culture:
Does “Self” Refer to “Me” or “We”?Scientists studying the region of the brain called the prefrontal
cortex, believed to represent the self, found that the area is active when U.S. volunteers think of
their own identity and traits, while with Chinese volunteers this same region is activated by
adjectives describing both themselves and their mothers. The Americans did not show a similar
overlap between self and mother. The neural circuitry seems to function differently depending on
whether the person hails from a culture that views the self as “autonomous and unique” or as
“connected to and part of a larger whole.” While the intercultural field has long since identified
the cultural differences between “me” and “we” societies, this research attests to the strength of
overlap between self and others in collectivist cultures.13Defining oneself as an individual or
part of a greater whole has obvious implications for one’s everyday behavior and moral code.
Global leaders who are able to see themselves (and even their very notion of the self!) as
originating from a particular cultural context are much more likely to understand their leadership
style as being one way among many possible approaches. They are also more likely to
understand their employees’ behavior and motivations as emanating from their own unique
cultural backgrounds.For instance, the authors note that “a leadership exemplar for the Eastern
Europe cluster would be one who is somewhat Charismatic/Value-Based, Team-Oriented, and
Humane-Oriented, but is his or her own person, does not particularly believe in the effectiveness
of Participative leadership, and is not reluctant to engage in Self-Protective behaviors if
necessary.” Nordic Europe, in contrast, rates high for participative and charismatic/value-based
leadership but has lower scores for humane-oriented and self-protective leadership. It is
interesting to consider how this study appears to support the general applicability of Kotter’s
model of visionary and inspirational leadership in a global as well as a domestic context, but not
necessarily other approaches that assume the universal value of more egalitarian or nurturing
leadership styles, even for two societal clusters on the same continent.14CULTURES WITHIN
CULTURESAny national culture is full of complexity and internal contradictions. Beyond general
contrasts between cultures, leaders need to be able to discern cultures within cultures along
with a substantial degree of individual variation relative to cultural norms. As one global leader
put it, “There is more diversity within India than is found in the whole of Europe. Here, there are
followers of a religion you may have never heard of previously whose population is equal to that
of many countries.” These factors can affect consumer tastes, brand appeal, recruiting efforts,
employee motivation, and so on. The social environment in China has gone through a series of



upheavals, including the Great Leap Forward, the Cultural Revolution, and economic
liberalization. Rather than distinguishing between Boomers, Gen X, and Gen Y, as in the U.S., in
China it is more accurate to refer to four distinct generational groupings according to the decade
of their birth: post-1950, post-1960, post-1970, post-1980 and post-1990.15This internal
diversity also calls for flexible approaches to leadership that take into account the behaviors of
employees from the same country who identify with opposite ends of a given cultural spectrum.
China’s historical cultural patterns could reasonably be called highly interdependent, for
example, and as recently as the 1970s, most Chinese lived within the collectivist danwei
structure that simultaneously encompassed jobs, housing, health care, and community.
However, an unintended side effect of the country’s one-child policy, instituted in 1980, along
with economic reforms begun in 1978, has been the creation of the “Little Emperor” generation
of only children. Members of this generation, who have often been doted on throughout their
lives by six adults—two sets of grandparents plus birth parents with rising incomes—frequently
behave more independently in comparison with their Chinese elders, although perhaps not in
comparison with people from cultures that have prized independence for generations. Such
generational differences within China create challenges even for Chinese who are in leadership
roles, let alone foreigners who are trying to work effectively with Chinese colleagues.“The
collectivist post-’70 generation in China’s workplace is often faced with the challenge of
managing the individualistic post-’80 generation. In this context, post-’70 managers have found
that, unlike themselves, their post-’80 subordinates typically have little respect for authority,
actively seek to manage their own careers instead of having faith in the organization’s system,
and are far more likely to leave their job if the environment does not satisfy them. Furthermore, a
recent survey shows that the ’80s generation considers the ’70s generation to be overly
conservative, lacking in creativity, and reserved to the point of appearing fake.”16Chinese
SchoolchildrenContemporary Picture of a Little EmperorINTERCULTURAL
DEVELOPMENTOne additional body of research in the intercultural field with significant
implications for leadership focuses on the development of intercultural competence. This is
defined by Mitch Hammer as “the capability to accurately understand and adapt behavior to
cultural difference and commonality.” Hammer and Milton Bennett have created and validated
through extensive studies the Intercultural Development Inventory, or IDI, which uses a scale of
five orientations—defense, polarization, minimization, acceptance, and adaptation—along a
continuum from a monocultural mindset to an intercultural mindset. Corporate groups that use
the inventory, including their leaders, most commonly fall in the stage known as minimization,17
which Hammer defines as:“An orientation that highlights cultural commonality and universal
values and principles that may also mask deeper recognition and appreciation of cultural
differences.”18In other words, there is a tendency among such groups and their leaders to
underscore similarities while underestimating differences. This kind of mindset is manifested in
questions such as, “Aren’t we all basically the same? Aren’t others becoming more like us? Isn’t
the world converging toward common standards?” A challenge for many people in leadership



roles as well as others working in multicultural environments is to be able to fully recognize and
appreciate both commonality and difference (acceptance); then they need to transform their
outlook and behaviors in a way that will make them most effective in handling the cultural
differences that do exist (adaptation).All of the cultural approaches described in this section help
to explain differences that matter to leaders, but they must also be translated into practical
action. Knowledge about cultural dimensions, cultures within cultures, or developmental stages
is good to have, but only meaningful from a pragmatic standpoint when applied to specific
relationships, events, or actions. It is essential to move from the “What”—the cultural differences
that are identified—to the “So what,” or why these matter from a leadership perspective, and
then to the “Now what,” as in what to do next. Some interculturalists falter because they are more
comfortable with theory and general contrasts than they are in supporting leaders who need to
determine how to proceed in a messy world that includes difficult personalities, organizational
politics, thorny technical questions, and big investments. Add to this the fact that many cultural
experts know a lot more about one country or region than about the rest of an increasingly
interconnected planet, and the hurdles to surmount in successfully applying intercultural
expertise to leadership become more formidable.Global LeadershipPrior approaches to
leadership, both generic and intercultural, do not provide an adequate set of answers for leaders
facing the full hurricane force of globalization in which any or all of the following may occur.
Disruptive technologies come from many different countries, including ones that have previously
not been a competitive threat. Entire industries are threatened that have been mainstays of
developed markets for decades. A wide array of robust and assertive global stakeholders—
customers, employees, shareholders, governments, local communities—all seem to have a
vested interest in the direction of the business. An effective vision must identify and capitalize on
similarities and differences between customer and employee needs in both developed and
emerging countries. Organizational structures mix matrix reporting across geography, product,
and function, and individuals may have five or more direct line reporting relationships. Authority
based on organizational structure is increasingly supplanted by the need to work horizontally
and exert authority through a global network of relationships. Dispersed development projects
may involve a dozen multicultural teams with people in various continents and time zones.
Historical silos housing deep technical expertise must be linked to generate distinctive new
products and services through cross-border systems thinking. Contradiction and ambiguity have
become the norm, and besides making decisions with a finite set of “unknowns,” leaders need to
try to prepare for “unknown unknowns.”As the distinctive imperatives of leading in a global
context have become both more obvious and more urgent, scholars and consultants have
carried out a variety of studies to delineate the characteristics of effective global leaders. Joyce
Osland provides a valuable overview of the global leadership literature, and we will not repeat
her survey here.19 However, it is worth summarizing the research approaches that have been
used. Figure 2-5 notes the respective authors and titles of six of the best-known approaches to
date and briefly describes their research methods.FIGURE 2-5 Global Leadership Research



ApproachesThe research outlined in Figure 2-5 has done much to deepen our understanding of
global leadership. Nonetheless, frameworks offered to date still have several key limitations:
Global leadership competencies are often not clearly distinguished from more generic
competencies that leaders need in any role, whether domestic or global. The leadership
characteristics listed are often so broad or abstract (e.g., “flexibility,” “integrity,” or “business
savvy”) that they are difficult to cultivate and to utilize in a practical way. The requirements for
leadership roles are often mixed with more general management skills or with intercultural skills
needed by anyone who is working in a diverse environment.Indeed, so-called global
competencies are often haphazard extrapolations from domestic practices. Given the rising
priority of global business opportunities in many industries, there is a tremendous temptation
both inside and outside corporations to take whatever has been successful to date and slap
onto it a “global” label. Headquarters executives sometimes assume, based on minimal
evidence, that their own leadership styles can be readily exported. And leadership consultants
are highly motivated to assert that their models have universal value, even when such models
have not been derived from or systematically tested in multiple cultures and are greeted with
puzzlement, resistance, misinterpretation, or even derision in foreign markets.Joyce Osland and
Allan Bird, among others, list a number of these flaws in the studies to date that have been
focused on global leadership, and suggest that future research examine “whether and how
global leaders differ from domestic leaders,” and “what effective global leaders actually do.”20
Indeed, the topics they call attention to have shaped the research agenda for this book. It is
important to keep in mind that people working in demanding global leadership roles quickly
become impatient with competencies, survey tools, or forms of advice that look like what they
have already learned in previous jobs as domestic leaders, and it is equally if not more essential
to respond to their very practical priorities and concerns.Research Background: What Is
Distinctive About Global Leadership?Based on the contributions and limitations of previous
studies, we focused specifically on two questions: What is global leadership, and how is it
different from leadership in general? How can effective global leadership behaviors be
disseminated as rapidly and efficiently as possible throughout an organization?PARTICIPANT
DEMOGRAPHICSTo address these questions, we approached fourteen major organizations in
a range of industries: energy, health care, information technology, manufacturing,
pharmaceutical, retail, semiconductor, and telecommunications. One major nongovernmental
organization (NGO) was included as well. The companies were located in various regions, with
headquarters in North America, Europe, Asia, and the Middle East. We asked company
representatives to select interviewees with the following characteristics: Service in a key
leadership role as a current or former international assignee At least eighteen months or more of
experience on assignment Evaluated by the organization as highly successful in their rolesWe
then interviewed approximately seventy international assignees selected by their companies
according to these criteria. Eighty percent of interviewees had been on more than one
international assignment, which makes this a group of very seasoned global leaders. Most were



in positions as a country or regional director, or head of a major business or functional group.
Because each had typically been in multiple prior leadership roles in his or her home country,
they were well positioned to compare leadership in a global context with domestic leadership.In
all, the interviewees came from twenty-six different countries of origin and were on international
assignments to thirty-two different country destinations. This rich mixture enabled us to identify
themes that emerged across the board rather than characteristics of a particular nationality or
destination. Figure 2-6 shows the national backgrounds of the interviewees, including the NGO
leaders we interviewed, and Figure 2-7 calls out the countries to which they were
assigned.RESEARCH FINDINGS: A BRIEF OVERVIEWThe overriding consensus among our
interviewees was that global leaders must carry out tasks similar to those of leaders in any
location, yet they must be able to shift strategies, business processes, and personal styles to fit
different cultural environments along with a broader range of employee backgrounds and
motivations.21CHAPTER TWOWhat’s Different About Global Leadership?Most leaders have
received formal or informal leadership training during the course of their careers. As their roles
expand to include global responsibilities, the question naturally arises, “What’s different about
global leadership?” Proponents of various leadership development approaches are not
necessarily aware of or in discussion with one another, and there is a great deal of confusion
regarding the distinction between leadership in general and global leadership in particular, both
in the corporate world and in academia. It is worth reviewing both generic and more specifically
global approaches to arrive at a clearer picture. (Readers who are most interested in a practical
description of global leadership behaviors based on our own research are advised to skip ahead
to the summary of our findings beginning on p 29.)Leadership: Common ApproachesPolitical
rulers and military strategists of earlier eras drew upon numerous sources of advice, some of
which still exert influence today. The topic of leadership is fascinating in part because there are
many approaches and examples that have been held up as models over time. Confucius,
Mencius, and Sun Tzu offered their versions of leadership consultation in past millennia in
ancient China. Figures remembered from other countries in subsequent eras such as Plato,
Cicero, Machiavelli, and von Clausewitz have also contributed their ideas and advice. Leaders
engaged in commerce have received guidance in many forms as well, including instruction
through the religious traditions of Judaism, Christianity, and Islam.The focus in this section will
be on leadership approaches in the post– World War II West, particularly in the United States,
that have gained common currency in the business arena and have been applied in many
countries around the world, albeit with mixed results. There has been a special fascination with
these models, even in places such as Japan, the Middle East, and Northern Europe, due to the
size and relative success of the U.S. economy, the reach of its business schools, and the
ubiquity of its brand names. As the global balance of economic power shifts, this intellectual
hegemony has already begun to slip, and those who once looked primarily to the U.S. for
reference points have begun to cast a wider net for other leadership perspectives.LEADERSHIP
AND MANAGEMENTJohn Kotter of the Harvard Business School articulates an approach that



has probably gained the most widespread recognition over the last twenty years. In his seminal
work What Leaders Really Do, he provides a definition of leadership that is also contrasted with
management. Leadership, according to Kotter, involves coping with change by setting a
direction, aligning people, and motivating and inspiring—often through leveraging informal
networks within the organization.1Others such as Jay Conger elaborate this picture of
leadership by noting that it includes sensing an opportunity in the current situation, formulating a
vision, communicating the vision, building trust and motivating followers, and ultimately
achieving the vision through actions such as personal modeling and empowerment of
coworkers.2 Figure 2-1 provides a visual illustration that combines and embellishes the
definitions of leadership from Kotter and Conger.From a global leadership perspective, Kotter’s
definition of leadership is unquestionably helpful, but it is incomplete. It does not address issues
such as how to read different futures for different markets, establish a vision with indigenous
resonance in key locations, communicate effectively with people accustomed to a different
communication style, create alignment across a complex matrix structure, motivate and engage
emerging market employees, provide a personal example that inspires people in fifty countries,
or identify high-potential future leaders who live ten thousand miles from
headquarters.Management, on the other hand, focuses on coping with complexity through
planning and budgeting, organizing and staffing, and coordinating and problem solving; usually
this means working through more formal organizational structures and systems. Figure 2-2 is a
contrasting depiction of management based on Kotter’s distinction. This definition, too, needs
adaptation to a multicultural context, but that is a topic that has been addressed
elsewhere.3FIGURE 2-1 General Definitions of Leadership.LEADERSHIP AT ALL
LEVELSBeyond the current general definition of leadership as setting and communicating a
vision, aligning the organization, and motivating employees, there is also the question of to
whom these activities apply. Leadership is sometimes seen as the sole purview of top executives
—the culmination of a long path that begins with more ordinary management tasks. Noel Tichy’s
notion of “leadership at all levels” represents a different stance: he claims that the most effective
companies are the ones that work assiduously to cultivate leadership capabilities at each level
of the organization.“Organizations are winners because they have good leaders, not just at the
top, but at all levels. Winning companies value leaders, they have cultures that expect and
reward leadership, and they actively put time and resources into developing them. Winning
companies win because they have lots of leaders, and they have lots of leaders because they
deliberately and systematically produce them.”4FIGURE 2-2 General Definition of
ManagementTichy’s emphasis on this open, multilevel approach to leadership development has
been adopted by many corporations. They have invested considerable time and resources to
enhance the capabilities of individuals designated as having “high-potential,” and this has
spawned an entire industry of leadership development professionals and approaches. At the
same time, the increasingly fashionable focus on leadership at all levels has led to confusion
about the nature of leadership and in some cases fostered a denigration of the vital workhorse



skills of good management. Given the choice between attending a leadership development
program or a more standard management course, ambitious younger employees are naturally
attracted to leadership, even though they have not yet learned how to manage well or even had
much management experience. And those who have risen to higher levels in an organization
may now feel that they no longer need to manage, as ordinary management skills are beneath
them—after all, leaders only need to worry about leadership, right?A useful way to sort out the
growing terminological confusion and to continue to recognize the substantial value of everyday
management skills is to distinguish conceptually between “leaders” and “leadership,” and
between “managers” and “management,” as illustrated in Figure 2-3. Regardless of whether
one’s official position in the organization (or self-concept, for that matter) is identified as that of
leader or manager, both leadership and management skills are likely to be necessary. Even top
executives are involved in budgeting, assigning tasks, and tracking and evaluating performance;
meanwhile, a relatively new employee may take charge of a project or team for which it is
necessary to establish a vision or direction, communicate that to others, and motivate team
members to participate in its implementation. The balance of leadership and management skills
that a person exercises over the course of a career may shift according to the nature of his or her
changing roles, and some people are better at one set of skills than the other, but most jobs at
any hierarchical level continue to call for a measure of both. In this book the term leader will be
used as in common speech to refer broadly to anyone who must take on a leadership role, while
top executive will be used to single out the highest-ranking leaders of an organization, keeping in
mind that all leaders may need to carry out “management” roles as well.Although Tichy’s
“leadership at all levels” has been popular and influential, it has also created head-scratching
moments for global customers and counterparts in more hierarchically oriented countries when
they meet a self-described leader who is twenty-eight years old and appears to be in his or her
first basic management role. At its best, Tichy’s concept fosters the rapid empowerment and
development of young leaders with great promise. Defects stemming from its misapplication
include a muddling of leadership and management as well as culture clashes between those
who consider themselves leaders already and others who regard them as just another junior
employee.FIGURE 2-3 Leaders and Managers versus Leadership and ManagementRam
Charan and his coauthors of The Leadership Pipeline have helped to articulate the changing
requirements of positions at various hierarchical levels in a large-scale organization. Their model
highlights what a leader needs to value and be spending time on at a particular stage (e.g.,
helping others get work done versus doing it themselves). The authors describe a succession of
leadership passages through which a person moves from being an individual contributor to a
front-line management role, then takes on the responsibility of guiding other managers, and
subsequently learns how to head up a function, business, group, or an entire enterprise. Their
work reminds us that even in a primarily domestic organization the requirements of leadership
evolve as a person moves to a new role with increased responsibilities. For instance, a person
who was previously in charge of a function and who must now lead a business will have to deal



with a new degree of complexity, set strategies for growth and profitability for the business as a
whole, value other functions equally, and cope with intense visibility as well as scrutiny from
above and below in the organization.5 Limitations of this framework in a global context will be
addressed in Chapter 7.MULTIPLE INTELLIGENCES AND NEUROSCIENCEContemporary
approaches to leadership have been further enriched by research on multiple forms of
intelligence. In the 1980s, Howard Gardner introduced the concepts of intrapersonal and
interpersonal intelligence to stress the importance of both self-understanding and the ability to
understand the intentions and motivations of others.6 The related notion of emotional
intelligence, although criticized in scholarly circles for lack of supporting evidence, was later
popularized by Daniel Goleman.7 This thread of discussion has been taken up in recent years
and recast under the rubric of “personal leadership,” which emphasizes mindfulness, attending
to emotions and even physical sensations, and crafting a life that is aligned with one’s personal
vision and yet creatively open to the unknown or the ambiguous.8Another contribution to
leadership research and practice has come through the rapid evolution in neuroscience. David
Rock and Jeffrey Schwartz, for example, have explicitly sought to tie neuroscience to the
challenges leaders face in achieving lasting organizational change. Rock’s work highlights the
importance of addressing “five domains of social experience that [the] brain treats the same as
survival issues.” These are basic human impulses associated with status, certainty, autonomy,
relatedness, and fairness.9 Triggering them in a negative way creates resistance and even
trauma, while handling them smoothly improves concentration, focus, and performance along
with receptivity to change. Rock and Schwartz also stress the value of a compelling vision that
encourages employees to leave behind outmoded mental maps and to focus on solutions rather
than problems. Effective leadership, they claim, creates opportunities for people to experience
fresh insights related to a vision of the future that are then reinforced by a steady focus of
attention on desirable changes; this combination of insight and attention reportedly enables the
development of new neural connections that are linked with changes in behavior.10Rock and
Schwartz acknowledge the importance of both nature and nurture—that is, both brain
physiology and cultural factors that shape neurological development. In this book we include a
number of research vignettes that show how cultural factors may influence brain development
and function. This line of thinking originates from the neuroscience of culture, a field of study that
integrates neuroscience and cultural psychology. In recent years, scientists have come to
believe that the brain has a seemingly endless capability to change its structure as a result of
experience. Through functional magnetic resonance imaging (fMRI) studies, neuroscientists
have proven that people from different cultures process information in different parts of the brain.
Yet, over time, exposure to a new culture actually changes the way we use our brains, effectively
giving us new mental maps that are not only metaphoric but physiological. Although our
personal styles of perception and attention, for instance, may come hardwired at birth, through
extended exposure to different social groups we can fundamentally alter the ways in which our
brains process information.Intercultural Perspectives on LeadershipIntercultural training and



theory have approached leadership from another direction; they help to link generic approaches
to leadership with the challenges of leading in a global context. Primary tenets of the intercultural
approach include being aware of one’s own culturally based values, beliefs, and assumptions;
perceiving how others behave according to their own cultural lens; and leveraging differences
and bridging gaps in thought and behavior to improve performance.DIMENSIONS OF
CULTUREInterculturalists tend to focus on cultural contrasts, comparing countries and
individuals along certain dimensions of culture. Geert Hofstede and Fons Trompenaars, for
example, have formulated or applied dimensions of behavior for which they have found strikingly
divergent patterns in different countries.11A number of survey tools are available for generating
one’s own cultural profile and comparing it with profiles for countries or other individuals; the
GlobeSmart® self-assessment is one such tool, and a sample set of results for a multicultural
team are displayed in Figure 2-4.12While such broad cultural contrasts are useful to anyone who
is working across borders, they can also be applied to the specific concerns of people who are
in leadership roles. For example, a functional team leader who seeks to initiate a change
process in a multicultural organization would be well-advised to consider attitudes toward risk-
taking that are shaped by different cultural orientations and to formulate culturally appropriate
strategies for handling them. If Steffi Hegel, for instance, were the leader of the team portrayed
in Figure 2-4, she would probably find some team members who are eager to jump into the
change effort immediately while others would want to engage in a detailed analysis of potential
risks along with careful planning to address such risks, before proceeding. Similarly, she would
likely discover that her direct communication style and task-focused orientation clash with the
more indirect and relationship-oriented styles of other team members, and will need to model
and promote “style-switching” among team members to ensure that everyone ultimately
contributes to and owns the change process. Cultural knowledge can be similarly leveraged in
other leadership tasks such as communicating a vision or strategy, motivating employees,
creating organizational alignment and evaluating potential future leaders. Indeed, leaders
working in diverse environments ignore such cultural variables at their peril.FIGURE 2-4 Sample
Multicultural Team ProfileThe massive GLOBE (Global Leadership and Organizational Behavior
Effectiveness) Study by Robert House and his associates attempts to identify leadership
behaviors that have broad global application and those that are viewed in contrasting ways
according to the cultural background of respondents. By comparing survey results from ten
regional data clusters, the researchers identified universal factors of leadership effectiveness
such as integrity, charismatic/value-based behaviors, and teamwork. On the other hand, they
found there is greater cultural variation when it comes to leadership that is described as self-
protective (as in face-saving), participative, or humane-oriented.Neuroscience and Culture:
Does “Self” Refer to “Me” or “We”?Scientists studying the region of the brain called the prefrontal
cortex, believed to represent the self, found that the area is active when U.S. volunteers think of
their own identity and traits, while with Chinese volunteers this same region is activated by
adjectives describing both themselves and their mothers. The Americans did not show a similar



overlap between self and mother. The neural circuitry seems to function differently depending on
whether the person hails from a culture that views the self as “autonomous and unique” or as
“connected to and part of a larger whole.” While the intercultural field has long since identified
the cultural differences between “me” and “we” societies, this research attests to the strength of
overlap between self and others in collectivist cultures.13Defining oneself as an individual or
part of a greater whole has obvious implications for one’s everyday behavior and moral code.
Global leaders who are able to see themselves (and even their very notion of the self!) as
originating from a particular cultural context are much more likely to understand their leadership
style as being one way among many possible approaches. They are also more likely to
understand their employees’ behavior and motivations as emanating from their own unique
cultural backgrounds.For instance, the authors note that “a leadership exemplar for the Eastern
Europe cluster would be one who is somewhat Charismatic/Value-Based, Team-Oriented, and
Humane-Oriented, but is his or her own person, does not particularly believe in the effectiveness
of Participative leadership, and is not reluctant to engage in Self-Protective behaviors if
necessary.” Nordic Europe, in contrast, rates high for participative and charismatic/value-based
leadership but has lower scores for humane-oriented and self-protective leadership. It is
interesting to consider how this study appears to support the general applicability of Kotter’s
model of visionary and inspirational leadership in a global as well as a domestic context, but not
necessarily other approaches that assume the universal value of more egalitarian or nurturing
leadership styles, even for two societal clusters on the same continent.14CULTURES WITHIN
CULTURESAny national culture is full of complexity and internal contradictions. Beyond general
contrasts between cultures, leaders need to be able to discern cultures within cultures along
with a substantial degree of individual variation relative to cultural norms. As one global leader
put it, “There is more diversity within India than is found in the whole of Europe. Here, there are
followers of a religion you may have never heard of previously whose population is equal to that
of many countries.” These factors can affect consumer tastes, brand appeal, recruiting efforts,
employee motivation, and so on. The social environment in China has gone through a series of
upheavals, including the Great Leap Forward, the Cultural Revolution, and economic
liberalization. Rather than distinguishing between Boomers, Gen X, and Gen Y, as in the U.S., in
China it is more accurate to refer to four distinct generational groupings according to the decade
of their birth: post-1950, post-1960, post-1970, post-1980 and post-1990.15This internal
diversity also calls for flexible approaches to leadership that take into account the behaviors of
employees from the same country who identify with opposite ends of a given cultural spectrum.
China’s historical cultural patterns could reasonably be called highly interdependent, for
example, and as recently as the 1970s, most Chinese lived within the collectivist danwei
structure that simultaneously encompassed jobs, housing, health care, and community.
However, an unintended side effect of the country’s one-child policy, instituted in 1980, along
with economic reforms begun in 1978, has been the creation of the “Little Emperor” generation
of only children. Members of this generation, who have often been doted on throughout their



lives by six adults—two sets of grandparents plus birth parents with rising incomes—frequently
behave more independently in comparison with their Chinese elders, although perhaps not in
comparison with people from cultures that have prized independence for generations. Such
generational differences within China create challenges even for Chinese who are in leadership
roles, let alone foreigners who are trying to work effectively with Chinese colleagues.“The
collectivist post-’70 generation in China’s workplace is often faced with the challenge of
managing the individualistic post-’80 generation. In this context, post-’70 managers have found
that, unlike themselves, their post-’80 subordinates typically have little respect for authority,
actively seek to manage their own careers instead of having faith in the organization’s system,
and are far more likely to leave their job if the environment does not satisfy them. Furthermore, a
recent survey shows that the ’80s generation considers the ’70s generation to be overly
conservative, lacking in creativity, and reserved to the point of appearing fake.”16Chinese
SchoolchildrenContemporary Picture of a Little EmperorINTERCULTURAL
DEVELOPMENTOne additional body of research in the intercultural field with significant
implications for leadership focuses on the development of intercultural competence. This is
defined by Mitch Hammer as “the capability to accurately understand and adapt behavior to
cultural difference and commonality.” Hammer and Milton Bennett have created and validated
through extensive studies the Intercultural Development Inventory, or IDI, which uses a scale of
five orientations—defense, polarization, minimization, acceptance, and adaptation—along a
continuum from a monocultural mindset to an intercultural mindset. Corporate groups that use
the inventory, including their leaders, most commonly fall in the stage known as minimization,17
which Hammer defines as:“An orientation that highlights cultural commonality and universal
values and principles that may also mask deeper recognition and appreciation of cultural
differences.”18In other words, there is a tendency among such groups and their leaders to
underscore similarities while underestimating differences. This kind of mindset is manifested in
questions such as, “Aren’t we all basically the same? Aren’t others becoming more like us? Isn’t
the world converging toward common standards?” A challenge for many people in leadership
roles as well as others working in multicultural environments is to be able to fully recognize and
appreciate both commonality and difference (acceptance); then they need to transform their
outlook and behaviors in a way that will make them most effective in handling the cultural
differences that do exist (adaptation).All of the cultural approaches described in this section help
to explain differences that matter to leaders, but they must also be translated into practical
action. Knowledge about cultural dimensions, cultures within cultures, or developmental stages
is good to have, but only meaningful from a pragmatic standpoint when applied to specific
relationships, events, or actions. It is essential to move from the “What”—the cultural differences
that are identified—to the “So what,” or why these matter from a leadership perspective, and
then to the “Now what,” as in what to do next. Some interculturalists falter because they are more
comfortable with theory and general contrasts than they are in supporting leaders who need to
determine how to proceed in a messy world that includes difficult personalities, organizational



politics, thorny technical questions, and big investments. Add to this the fact that many cultural
experts know a lot more about one country or region than about the rest of an increasingly
interconnected planet, and the hurdles to surmount in successfully applying intercultural
expertise to leadership become more formidable.Global LeadershipPrior approaches to
leadership, both generic and intercultural, do not provide an adequate set of answers for leaders
facing the full hurricane force of globalization in which any or all of the following may occur.
Disruptive technologies come from many different countries, including ones that have previously
not been a competitive threat. Entire industries are threatened that have been mainstays of
developed markets for decades. A wide array of robust and assertive global stakeholders—
customers, employees, shareholders, governments, local communities—all seem to have a
vested interest in the direction of the business. An effective vision must identify and capitalize on
similarities and differences between customer and employee needs in both developed and
emerging countries. Organizational structures mix matrix reporting across geography, product,
and function, and individuals may have five or more direct line reporting relationships. Authority
based on organizational structure is increasingly supplanted by the need to work horizontally
and exert authority through a global network of relationships. Dispersed development projects
may involve a dozen multicultural teams with people in various continents and time zones.
Historical silos housing deep technical expertise must be linked to generate distinctive new
products and services through cross-border systems thinking. Contradiction and ambiguity have
become the norm, and besides making decisions with a finite set of “unknowns,” leaders need to
try to prepare for “unknown unknowns.”As the distinctive imperatives of leading in a global
context have become both more obvious and more urgent, scholars and consultants have
carried out a variety of studies to delineate the characteristics of effective global leaders. Joyce
Osland provides a valuable overview of the global leadership literature, and we will not repeat
her survey here.19 However, it is worth summarizing the research approaches that have been
used. Figure 2-5 notes the respective authors and titles of six of the best-known approaches to
date and briefly describes their research methods.FIGURE 2-5 Global Leadership Research
ApproachesThe research outlined in Figure 2-5 has done much to deepen our understanding of
global leadership. Nonetheless, frameworks offered to date still have several key limitations:
Global leadership competencies are often not clearly distinguished from more generic
competencies that leaders need in any role, whether domestic or global. The leadership
characteristics listed are often so broad or abstract (e.g., “flexibility,” “integrity,” or “business
savvy”) that they are difficult to cultivate and to utilize in a practical way. The requirements for
leadership roles are often mixed with more general management skills or with intercultural skills
needed by anyone who is working in a diverse environment.Indeed, so-called global
competencies are often haphazard extrapolations from domestic practices. Given the rising
priority of global business opportunities in many industries, there is a tremendous temptation
both inside and outside corporations to take whatever has been successful to date and slap
onto it a “global” label. Headquarters executives sometimes assume, based on minimal



evidence, that their own leadership styles can be readily exported. And leadership consultants
are highly motivated to assert that their models have universal value, even when such models
have not been derived from or systematically tested in multiple cultures and are greeted with
puzzlement, resistance, misinterpretation, or even derision in foreign markets.Joyce Osland and
Allan Bird, among others, list a number of these flaws in the studies to date that have been
focused on global leadership, and suggest that future research examine “whether and how
global leaders differ from domestic leaders,” and “what effective global leaders actually do.”20
Indeed, the topics they call attention to have shaped the research agenda for this book. It is
important to keep in mind that people working in demanding global leadership roles quickly
become impatient with competencies, survey tools, or forms of advice that look like what they
have already learned in previous jobs as domestic leaders, and it is equally if not more essential
to respond to their very practical priorities and concerns.Research Background: What Is
Distinctive About Global Leadership?Based on the contributions and limitations of previous
studies, we focused specifically on two questions: What is global leadership, and how is it
different from leadership in general? How can effective global leadership behaviors be
disseminated as rapidly and efficiently as possible throughout an organization?PARTICIPANT
DEMOGRAPHICSTo address these questions, we approached fourteen major organizations in
a range of industries: energy, health care, information technology, manufacturing,
pharmaceutical, retail, semiconductor, and telecommunications. One major nongovernmental
organization (NGO) was included as well. The companies were located in various regions, with
headquarters in North America, Europe, Asia, and the Middle East. We asked company
representatives to select interviewees with the following characteristics: Service in a key
leadership role as a current or former international assignee At least eighteen months or more of
experience on assignment Evaluated by the organization as highly successful in their rolesWe
then interviewed approximately seventy international assignees selected by their companies
according to these criteria. Eighty percent of interviewees had been on more than one
international assignment, which makes this a group of very seasoned global leaders. Most were
in positions as a country or regional director, or head of a major business or functional group.
Because each had typically been in multiple prior leadership roles in his or her home country,
they were well positioned to compare leadership in a global context with domestic leadership.In
all, the interviewees came from twenty-six different countries of origin and were on international
assignments to thirty-two different country destinations. This rich mixture enabled us to identify
themes that emerged across the board rather than characteristics of a particular nationality or
destination. Figure 2-6 shows the national backgrounds of the interviewees, including the NGO
leaders we interviewed, and Figure 2-7 calls out the countries to which they were
assigned.RESEARCH FINDINGS: A BRIEF OVERVIEWThe overriding consensus among our
interviewees was that global leaders must carry out tasks similar to those of leaders in any
location, yet they must be able to shift strategies, business processes, and personal styles to fit
different cultural environments along with a broader range of employee backgrounds and



motivations.21

The Coding Manual for Qualitative Researchers Successful Project Management International
Dimensions of Organizational Behavior

http://dl.neutronbyte.com/pdf-file/18oYWaTP/e/GERQ/KqPw/VnVQN/What-is-Global-Leadership-10-Key-Behaviors-that-Define-Great-Global-Leaders


Melba E. Williams, “Good leadership book for business. This book applies more to business
than it does Education. Self assessment and cultural awareness a first step to successful
international collaboration. Good point to see difference and adapt rather than only look at the
similarities between cultures %”

Bruce Aiton, “good book on cross cultural leadership.. The book is very good about
communicating the need and providing some tools and guidance for the differences in leading
cross culturally. However the Kindle for PC is erratic and unpredictable. I have had many
difficulties with accessing the book. Most of the time it will not open and I must go through a
convoluted process of deregistering and reregistering and redownloading only to have it fail
again fifteen minutes later.”

Marjorie Derven, HUDSON Research & Consulting, “ADAPTING TO GLOBAL SHIFTS. The
authors Gundling, Hogan and Cvitkovich address three "megatrends" that are shaping our world
today--population growth in the developing world; shifting balance of GDP (with the growth of
middle classes in emerging markets); and urbanization in Asia and Africa. They make a
compelling research-based case for why global leadership differs from more general definitions
of leadership, including multiple case examples. Overall, an excellent resource for learning how
to adapt to different countries and cultures to be successful.”

Rosa, “Five Stars. An excellent book with very good insights on working with cross cultural
teams as well and diversity.”

Ebook Library Reader, “Good item. Good item”

Priss, “Global Leadership. Needed it for my class. Good information on global relationships.”

Allen, “Four Stars. A great read. Organized succinctly and smartly. Not incredibly jargonish or
technical. Practical advice for being "global."”
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