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Introduction

As part of the research effort undertaken on global leadership by
Copenhagen Business School and Confederation of Danish Industry,
this sub-project focuses on collecting and analyzing current
international experiences, best practices and new knowledge on how
to develop and sustain a global organization characterized by a global
mindset. The purpose is to inspire and give Danish companies who
participate in the Global Leadership Academy (GLA) access to
knowledge about how a range of multinational companies (MNCs) are
developing their organizations to become more successful and
effective in a complex and global world economy.

1.1 THE IMPORTANCE OF DEVELOPING A GLOBAL MINDSET

While most global business leaders today are well aware that their
playing ground is no longer only a national one, even the best and
most experienced are still humbled by the challenges of creating the
right kind of organization, i.e. acquiring, retaining, and motivating a
global workforce, entering new markets, using global assets to foster
innovation and not being held back by the added complexity of
operating in different markets with their different cultures, laws and
regulations. As global competition continues to intensify, a global
mindset has emerged as a key source of competitive advantage in this
global marketplace and of successful global leadership!. A growing
number of academics and practitioners regard a global mindset as a
critical success factor that affects a variety of organizational outcomes
for MNCs operating in a dynamic, globalized world economy.

An ever-increasing number of countries, companies and individuals
are communicating, interacting and competing on a global scale.
Traditional boundaries have disappeared and competition springs
from every corner of the world. This provides MNCs with
unprecedented opportunities but also major challenges. Not the least
because globalization is a manifestation of complexity2. MNCs have to
create globally integrated systems to satisfy diverse customer needs in
diverse and complex global markets. In such environments, predicting
the future is impossible and rigid control counterproductive. The
ability of MNCs to operate and compete effectively depends to a large
extent on their success in getting employees, managers, and executives
to understand and adapt to such a diverse, complex and globalised
worlds. Leaders who can bring a global mindset and experience to the
table are in high demand and lack of such talent represent a major
barrier for MNC’s.

However, having a pool of talented global leaders that possess a global
mindset is not sufficient in itself if the organizational structures,
processes and culture do not support the same principles. Particularly
headquarter organizations are key in this regard. A global mindset at

1 Gupta & Govindarajan (2002)

2 Lane, Maznevski, & Mendenhall (2004)

3 Javidan et al. (2007)
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Collective mindsets are
embedded in routines,
operational practices, learned
expertise, social conventions,
and perceived relationships,
and this often makes them
relatively difficult to change.

4 Jeannet (2000)

5 Walsh (1995)

6 Gupta & Govindarajan (2002)

the organizational level refers to the extent to which a global company
has learned to think, behave, and operate in global terms4. This means
that a global mindset has become collectively held and embedded in
routines, operational practices, learned expertise, social conventions
and relationships.

The central question in this report is: How can a global mindset be
cultivated at an organizational level? Based on a series of interviews
with expats and international professionals at middle and senior
management level in headquarter functions, the aim is to explore the
learning points in the process of cultivating a collective, organizational
global mindset. The interviews were carried out in Denmark and in
Amsterdam; a European hub for foreign-based, regional and divisional
headquarter activities. Collectively, the interviews bring experiences
from a whole range of companies operating on the global stage, both
Danish and from around the world.

1.2 DEFINING THE ORGANIZATIONAL MINDSET

In order to understand the meaning of the term global mindset, it is
important to first achieve clarity regarding the underlying concept of
mindset. In cognitive psychology and, more recently, in organization
theory the concept of mindset has been widely used in studies focusing
on how people and organizations make sense of the world with which
they interacts. As human beings we are limited in our ability to absorb
and process information and as such we are challenged by the
complexity and ambiguity of the large quantities of information we are
constantly presented with. In order to cope, we filter the information —
we become selective in what we absorb and we become biased in how
we interpret it. The term mindset refers to such cognitive filters. An
organization is a collectivity of individuals, who, each with their own
mindset, take part in forming and are shaped by the mindsets of other
organizational members. Through such internal processes a joint
collective mindset—at group or organizational level—is formed®.
Collective mindsets are embedded in routines, operational practices,
learned expertise, social conventions, and perceived relationships, and
this often makes them relatively difficult to change.



1.3 DEFINING THE GLOBAL MINDSET

The majority of existing theory on global mindset conceptualizes it in
relation to two dimensions. Firstly the cultural dimension, which
focuses on aspects of cultural diversity and cultural distance
associated with worldwide operations and markets. And secondly the
strategic dimension, which focuses on aspects of environmental
complexity and strategic variety stemming from globalization?. Some
global mindset literature incorporates both the cultural and strategic
dimensions, as well as several additional characteristics. It is for
instance argued that people with global mindsets tend to drive for the
bigger, broader picture, accept life as a balance of contradictory forces,
value diversity, are comfortable with surprises and ambiguity, and
seek to be open to themselves and others8. For the purposes of this
report we define a global mindset as “one that combines an openness
to and an awareness of diversity across cultures and markets with a
propensity and ability to synthesize across this diversity™.

1.4 RESEARCH METHOD

In order to be able to explore the above question we have conducted a
total of 42 qualitative interviews among international MNC managers
during the spring of 2012. See the tables on page 7-8 for a list of the
interviewees. For reasons of anonymity we have listed only the titles of
the interviewees, what companies they work for, or have worked for,
and their status in terms of international assignments or years of
international experience. We have made sampling decisions at two
levels — at an organizational level and an individual level. Our study is
furthermore split into two parts.

The first part of the study was conducted by Marianne Storgaard in
Denmark focusing on Danish MNCs, all headquartered from
Denmark. Our aim with the sampling criteria was to explore factors
elucidating challenges and possibilities in the process of developing
from being a rather locally minded organization to becoming an
organization characterized by a global mindset. At an individual level
we looked for three types of informants. In the Danish MNC’s we
focused on inpats and former expats, both having a partly external
view on the organizational HQ and both having the experience of
“leaving home”. Further we have interviewed a number of
HR/administrative employees in the four Danish organizations in an
attempt to know more about the organizational strategies and
challenges in developing a global mindset. The interviewees were
chosen primarily according to their status in terms of international
assignments. They represent a variety of managerial positions within
the organization. The interviewees in the Danish sample are typically
in their 40’s and in terms of gender there is a distribution of 13 men
and 8 women.

The second part of the study was conducted by Irene Skovgaard Smith
in Amsterdam in The Netherlands focusing on MNCs originating
anywhere in the world but with for instance European or divisional

7 Levy et al. (2007)

8 Rhinesmith (1992, 1993, 1996)

9 Gupta & Govindarajan (2002)



10 Thomas et al. (2005)

headquarters in Amsterdam. On the organizational level our aim was
to explore how the dispersion of headquarter activities to metropolitan
corporate hubs such as Amsterdam, influence the development of a
global mindset within the organization. Particularly focusing on the
high degrees of international diversity of these foreign-based
headquarter organizations and how this diversity cultivates a global
mindset in both the organization and international managers and
employees who staff them. On the individual level, our sampling
focused on such international professionals with experience working
for different MNCs, in some cases both in Amsterdam and elsewhere.
By doing so we wanted to focus on a growing group of international or
transnational professionals who form a significant part of the labor
force in corporate headquarter hubs and whose ‘expatriation’ is often
mainly self-initiated. They are typically in their 30’s and 40’s and
there is an almost equal distribution of men and women in our
Amsterdam sample (11 men and 10 women). Although largely
overlooked in classic literature on expatriation, these international
professionals who move across both organizational and national
boundaries, are increasingly important for MNCs because it
internationalizes the labor pool and secures diversity without the need
for costly international assignments 1©.

We used semi-structured interviews based on an interview guide. The
main idea was to follow a ‘story-telling’ approach, that is, to let the
interviewees describe their experiences and views on the issues in
focus as openly as possible, allowing them to freely interpret the
questions and pursue the themes that they regarded as central. In the
report we ‘let the data talk’ as much as possible by providing plenty of
quotes based on which we explore and discuss interesting trends and
patterns in the rich interview material. The interviewees are
anonymous and in the analysis we generally do not present quotes
linked with specific companies. The following two tables provide an
overview of the interviews.



TABLE 1. INTERVIEW SAMPLE - PART ONE OF THE STUDY CONDUCTED IN DENMARK

Title of interviewee Multinati | Country of origin | International status
onal of interviewee
Company
(country
of origin)

Senior Director, Corporate HR, ARLA (DK) | Denmark Former expat

Vice President, Corporate ARLA(DK) | Sweden Inpat

quality, environment, health and

safety

Senior Vice President R&D ARLA(DK) | France Inpat

SeniorConsultant ARLA(DK) | Denmark Administrative

Leading Diversity & Inclusion

Innovation Manager ARLA(DK) | Denmark Former expat

Vice President Group HR Rockwool( | Denmark Administrative
DK) Former expat

Group HR Consultant Rockwool( | Denmark Administrative
DK)

Group IT competence Centre Rockwool( | Russia Inpat

Manager DK)

Marketing Manager Rockwool( | Poland Inpat
DK)

Project manager innovation Rockwool( | Denmark Former expat
DK)

Group Service Vice President Grundfos(D | Denmark Former expat
K)

Global Project Director Grundfos(D | Denmark Former Expat
K)

HR Development Consulent Grundfos(D | Denmark Administrative
K)

Development engineer Grundfos(D | USA Temporary inpat
K)

Userfocused Concept Designer Grundfos(D | China Temporary inpat
K)

Programme Manager Grundfos(D | Denmark Former expat
K)

Concept designer Lego(DK) India Inpat

Concept designer Lego(DK) UK Inpat

Director, HR business partner Lego(DK) Denmark Administrative

IT innovation director Lego(DK) Malta Inpat

Director, R&D management Lego(DK) Denmark Former expat




TABLE 2. INTERVIEW SAMPLE - PART TWO OF THE STUDY CONDUCTED IN AMSTERDAM

Title of interviewee

Multinati
onal
Companie
s, current
and
previous
(country
of origin)

Country of
origin of
interviewee

Inter
natio
nal

exper
ience
(year

s)

Locations (outside
home country)

Director E-commerce, Corporate
Markets

Elsevier
(NL)
Accenture
(US)
Cisco
Systems
(US)
WebEx
(US)

Australia

8

Amsterdam, NL

Commercial Marketing manager

Hewlett-
Packard
(US)
MindJet
(DE)

Cisco
Systems
(US)

Oracle (US)

Netherlands

London, GB
Sydney, AU
Geneéve, CH
Dublin, IE

Manager Investor Relations

TNT
Express
(NL)
KPMG
(CH)

France

12

Amsterdam, NL
Luxembourg, LU

Product Life-cycle Manager,
Europe

Keds (US)
Nike (US)
Converse

(US)

Great Britain

Amsterdam, NL

Manager Credit and Collections,
EMEA

NetApp
Holding
(US)
ADM (US)

Italy

14

Amsterdam, NL
London, GB

Senor manager, Client Services
Europe

Cisco
Systems
(US)
WebEx
(US)

America

Amsterdam, NL

Supervisor CIG Central
Operations, Europe

Canon (JP)
Volkswage
n (DE)

Mexico

Amsterdam, NL
Rotterdam, NL

Executive assistant to VP

Danone
(FR)
Canon (JP)
EF (SE)

Portugal

Amsterdam, NL
London, GB
Geneve, SE

Internal Auditor

Constelliu
m (FR)
Staples
(US)
Kerry
Group (IE)
KPMG
(CH)

France

12

Amsterdam, NL
Co. Kerry, IE
Luxembourg, LU

10




Senior Manager Social Media
Consumer Care

Phillips
(NL)
Canon (JP)
Forrester
Research

(Us)

France

13

Amsterdam, NL

Global Account Manager

Cisco
Systems
(US)
BP (GB)

Azerbaijan

Amsterdam, NL

Global Business Development
Manager

Cisco
Systems
(US)

Canada

16

Amsterdam, NL

Relationship Marketing
Manager, Central & Eastern
Europe

Microsoft
(US)

Canada

Amsterdam, NL

Territory & partner account
manager, South & sub-Saharan
Africa

Juniper
Networks
(US)

Cisco
Systems
(US)
Computer
Associates
(US)

Germany

Amsterdam, NL
London, GB

Demand planning team leader,
Europe

Canon (JP)
Epson (JP)

Denmark

10

Amsterdam, NL
London, GB

Web collaboration manager,
Commercial sales

Cisco
Systems
(US)
WebEx
(US)

Great Britain

10

Amsterdam, NL
Rotterdam, NL

Technical account manager

Cisco
Systems
(US)
WebEx
(US)
Iggesund
Paperboar
d (SE)

Germany

Amsterdam, NL

Senior manager, EMEAR sales
operations

Cisco
Systems
(US)
WebEx
(US)

America

Amsterdam, NL

Commercial Sales Manager,
Nordic region

Cisco
Systems
(US)

America

Amsterdam, NL

Senior Marketing Intelligence
consultant

EXACT
Software
(NL)
Canon (JP)

France

23

Amsterdam, NL

Project Manager

Canon (JP)
Air
Products
(USs)

Finland

Amsterdam, NL

11




1.5 OVERVIEW OF REPORT

The report is organized in two main parts representing the two
different contexts within which we have conducted our interviews as
described in the previous section. In the first part, the context is main
headquarters of Danish MNCs located in Denmark. In the second part,
the context is dispersed, foreign-based regional and divisional
headquarter activities of MNCs from around the world, located in
Amsterdam.

In the first part of the report, we explore how MNCs globalize and
cultivate global mindsets in different ways and at different rates based
upon their business environment and strategic choices. Although it is
tempting to try to identify a quick fix for such organizational
challenges — a kind of "global mindset transfusion" that will transform
an organization overnight — the reality for most organizations is that
they must build such awareness and skills step by step. This process of
cultivating a global mindset at an organizational level is discussed in
four main themes — all of them contributing with each their part of the
debate. The aim is to derive some interesting trends, best practices,
and unusual reflections that we can mirror against current theory and
use to create a debate. Firstly, we discuss how MNC’s can be
deliberately designed for a global mindset in terms of diversity and
openness. Secondly, we inquire into the importance of being self-
conscious about current mindsets, values and practices in the MNC as
a whole and particularly within the main HQ. Thirdly, we discuss the
value of being exposed to novelty and in actually being pushed out of
your comfort zone, and lastly we discuss the challenges in trying to
integrate various perspectives.

In the second part of the report, we focus on the dispersion of
headquarter functions away from the corporate centre to for instance
regional, divisional and business unit headquarters in order to
increase diversity in the composition of people and cultural knowledge
within MNCs. Here we explore firstly how the high levels of diversity,
made possible in foreign-based headquarter organization located in
central metropolitan hubs, can become a driver for cultivating an
organizational culture characterized by a global mindset. Secondly, we
discuss the specific ways of behaving, interacting and relating, which
characterize such diverse and non-national organizational
environments. Thirdly, the focus is on how national and cultural
difference are navigated externally in relation to markets, customers
and local subsidiaries. And finally we explore how the internationals
who manage and staff these foreign-based headquarter organizations,
develop both a global mindset and a form of non-national identity that
makes them a perfectly suited pool of global managers for MNCs.

12



Part One:

The challenge of
cultivating a global
mindset

MARIANNE STORGAARD

1. Designing the organization for

diversity and openness

According to theory, a global mindset is developed by presenting
evidence repeatedly to undermine the current mindset, providing
exposure to alternative mindsets, reversing ordinary assumptions, and
trying to avoid cultural bias and determinism®.. The very essence of
cultivating a global mindset is to accept life as a balance of
contradictory forces and to seek to be open minded. Organizations can
cultivate a global mindset in two ways: By facilitating knowledge
building at the level of individuals, or by building diversity in the
composition of the people making up the organization. Working solely
on the level of individuals is a slow and expensive process that can
take years of learning through experiences in multiple settings. This,
relying only on the development of individual mindsets would often be
inadequate. A very central alternative way for the organization to
cultivate a global mindset is to “buy it”, so to speak, by recruiting
people with a global mindset to various central managerial positions
in the organization. While the organization has some room for
maneuvering by cultivating the mindset of individual employees, its
largest degree of freedom and its fastest way to affect the global
mindset is to change its demographic assets. Keeping in mind that this
first part of the report focuses on national headquarters of Danish
MNCs, this change process is a very central part of the organizational
agenda as the point of departure in these organizations has been the
local rootedness in their Danish contexts. But what is it the
organizations are looking for in terms of a global mindset? Who do
they want to hire, and what are the levers to pull in order to cultivate
the organizational global mindset?

1.1 SEARCHING FOR GLOBALLY MINDED MANAGERS -
INTERNATIONAL EXPERIENCE MIGHT NOT BE A MUST

Expatriate assignments are undoubtedly one of the most intensive
mechanism through which employees can learn about being open
towards cultural diversity on the individual level. Another mechanism
could be to be part of the diverse foreign-based headquarters as we
describe in part two. People who have multi-year international
experience are — or maybe rather should be — highly valued when
central positions are to be manned in the multinational corporation.
Often MNC’s try to attract and build a global mindset by building

11 Kaiser (1986)



“We have to recruit people
from outside of Denmark and
by recruiting more and more
international people, we are
starting to realize the value of
it.”

“I think that you can have
various private and personal
experiences that make you
broaden your perspective. So,
it is not necessarily the
globetrotters we are looking
for, but rather those who we
think have a global mindset."

12 Gupta & Govindarajan (2002)

diversity in the composition of the people making up the company and
almost intuitively the expats/former expats — people who have many
years of experience from international assignments — are seen to be
the true globally minded managers. As an automatic response they are
the ones coming to mind when speaking about globally minded
managers.

“We have to recruit people from outside of Denmark and by
recruiting more and more international people, we are starting to
realize the value of it. And maybe I'm using myself as an example to
say "Let's reach out to the French, the Germans, the Spanish, the
Americans, the Koreans, to whoever, and let's try to get these people
on board". And if we have to bend a little extra to get them, that's
fine. That's the price. That's part of the game. We want to recruit the
best for the job.”

“We want to recruit the best for the job”, it is said in this quote. The
aim is to find the best person for the job, regardless of where in the
world he or she actually is. Judging from that, it seems that the
organization is not just looking for particular technical or
administrative skills. While that is part of it, an important part of the
skills is also deriving just from the fact that you are foreign. That in
itself is seen as a competence, as part of what the organization is
looking for. This way of thinking is the classic standard answer when
you ask the MNC’s, how they envision the organization cultivating a
global mindset. And there are plenty of good reasons to do so. But
another perspective on this question appears in our data. Come to
think of it, as shown in this next quote, the organization might not
always need candidates with specific international experience in order
to develop a global mindset.

"Sometimes we are actually trying to ‘buy’ the global mindset when
we hire people. We are specifically searching for people who have
international experience either from their studies or from their
international careers. Or they can in other ways be qualified with
some international experience. But ... it is not a criterion in itself that
people have been stationed abroad. I actually know people who have
been on international assignments who still have not gotten the
learning we are looking for. We want to recruit people who have a
global mindset. And by that we mean people who are able to see
things from various perspectives and who may be wondering how
things work when seen from a different angle. And that’s what you
learn by being on international assignments. But you can also learn
it in other ways. I think that you can have various private and
personal experiences that make you broaden your perspective. So, it
is not necessarily the globetrotters we are looking for, but rather
those who we think have a global mindset."

Based on the above it appears that international experience is an
advantage but not necessarily a must when the organizations recruit
for an organizational, global mindset. As argued, there are examples of
people who have been on international assignments for years and
years, who have been confronted with all sorts of diversity, but who
still do not seem to show any openness towards this diversity or, as
put in the very classic definition of global mindset, they don’t show
any “openness to and awareness of diversity across cultures”2. You
need to be able to demonstrate an open mind and that can also be
learned by staying in your local, national context. This same point of

14



view is put forward in the next quote. You might not need to move to
another culture in order to cultivate an open mind. But you need to be
moved. Maybe you just need to move to another job function, as long
as you are moved out of your comfort zone — out of the zone where
you know all rules of the game and where you have all the answers.
From an organizational point of view the aim is to facilitate knowledge
building at an individual level by building cognitive diversity within
the mindsets of individuals. This is a slow process that can take years
of learning either through experience in multiple cultures or, as it
appears here, by being exposed to other kinds of “frame shifts” that
moves the individual out of his or her comfort zone.

"You cannot learn this in five modules of a course. You have to be
thrown into the experience and feel how you react. It need not be a
different culture. You might also just be thrown into other job
functions. As long as you are forced to move out of your comfort
zone, both professionally and managerially."

Thus, in designing the organization for openness, international
experience is not always a must. When recruiting new employees
particularly one of the MNC’s involved in this study is very aware of
trying to sense whether the candidate has an open mind regardless of
whether he or she has international experience. That way it appears
that while on the one hand it is widely accepted that long term
international experience is by far the most effective way to cultivate an
individual global mindset it is, on the other hand, not the only path to
take. There is awareness in the MNC'’s that there might be other ways
to reach the goal.

“I think it is reflected in the answers the candidates give when we
interview them. For example, if your questions are based on a case
and you ask how they will handle a certain situation, then I think
that it sometimes reflects in the way they reply. Some might give an
answer based on everything they know personally about the given
topic, others might be more like: "First I want to explore what
knowledge there might be around me....". That is just an example. 1
think that we can sense it already in the interviews.”

1.2 SHOW ME YOUR TOP MANAGEMENT TEAM AND | WILL
TELL YOU HOW GLOBALLY MINDED YOUR ORGANIZATION IS

The Top Management Team (TMT) of an organization is often
perceived as a mirror of how globally minded the organization is.
When looking down the managerial hallways of MNC’s you will in
many cases find a quite uniform group of managers. In the case of the
four Danish MNC’s involved in this study, there is a clear over
representation of white males in their mid 40’es to mid 50’es — most
of them with very Danish-sounding names like Jgrgen, Carsten, and
Segren. The way that the TMT is manned in terms of the lack of
diversity within the group, is noted not only within the organization
but also in its surroundings. The TMT is regarded as role models in
terms of how “global” the organization actually is. As put by one
interviewee:

“I think that it will be a key step when we have the first international
person in the executive management group — then it will be much
clearer that we are international. It is role modeling. It’s being the
good example.”

There is a high symbolic value in the manning of the TMT and as

argued by Gupta and Govindarajan: “Promoting people to senior
executive levels who place high value on global experience and global

15



It is still
worth
debating how
the MINC’s
choose to

compose their
TMT's.

13 Gupta & Govindarajan (2002)

14 Edwards, Colling & Ferner (2007)
15 Frenkel (2008)

16 Maznevski & Lane (2003)

17 e.g. Doz, Santos & Williamson (2001)

mindsets sends strong signals regarding the importance of openness
to diverse cultures and markets.”3 But what is more, the TMT has the
role of being “the grand designers” masterminding the organizational
jigsaw puzzle. Theoretically, it has been debated whether TMT’s with a
limited cultural diversity has the requisite global span to be able to
head the diverse and ambiguous operations of the MNC. The TMT is
criticized for automatically and implicitly assuming that they can
determine courses of action of the MNC, and that they can implement
these effectively’4. Furthermore, it is criticized that the TMT is
typically uncritically regarded as the ones having the global overview
to be able to define “the ’best’ and 'most rational’ ways to handle an
organizational mission and the 'right’ method in which this ’best’ way
may be identified”5. Thus, the TMT is met with demands of having to
overcome “ingrained ethnocentrism”?® and transcending nationally-
entrenched perceptions'” in order to instead strive for developing a
global mindset.

While it must be acknowledged that on a team level there is a
significant lack of diversity in gender, nationality, and age within the
TMT’s studied here, it might be worth considering whether it is
actually always fair and true to judge the TMT members individually
on that. In fact, the lack of diversity on a group level doesn’t by
definition tell us much about the managers’ individual global mindset.

“We have people in the organization, in the top 50, who have had a
lot of international experiences, either within this company or with
other companies. I think we should not deny that. Even though they
are Danish or Swedish they've got international experiences. They
have been around the world. I suppose they have been selected to be
in the top 50 because of that. Hopefully it is like that because we need
international experience. Whether you are Danish or French or...that
doesn't matter. You need international experience since the
international experience is opening up your eyes. You have to have
that international experience if you want to be in a top 50 in a
company. It's a must.”

Here it is argued that international experience is of central
importance, it doesn’t matter much which nationality you have. While
this might be contradicting the central argument in section 1.1 that
international experience is not necessarily a must, it is stressed here
that if you want to be part of the TMT, then international experience is
actually a must. Referring to the idea of the TMT managing the
organizational jigsaw puzzle, the important thing here is whether it is
the right individuals who manage the puzzle or, whether they should
be part of the game — opening the possibility of replacing or removing
the “masters of the game”. As argued in the quote above the individual
managers within the TMT might actually have a global mindset and
they might be capable of showing openness towards diversity, but is
does not change the fact that on a group level the TMT’s represented
in this study are quite uniform. Recognizing that diversity on a group

16



level will promote a collective global mindset it is still worth debating
how the MNC’s choose to compose their TMT’s. As put by an
interviewee in this study:

“I think that the easiest way to handle cultural change is to change
management, really, to change the people in management”.

This maneuver was actually tried in practice in one of the
organizations participating in this study. As part of a new
international strategy they decided to hire in a whole new HR group.
And in order to make sure that the group was diverse they were very
aware of not letting headquarters take a leading role.

“T've been very aware that I wasn’t going to make a Danish team. I've
wanted to create a team, which to a high degree reflects that we are
in fact an international organization — we vary in regards to
nationality, experience, education, and age. Purposely, I haven't let
our headquarters take the leadership position on this...and I'll say
that some of the most conservative people have been the Danes, our
Danish headquarters. I guess it’s because they feel that since they are
our headquarters, they think that they...I don’t know...have the right
to make things more complicated than they actually are”.

This quote illustrates the importance in designing diverse
management teams. It illustrates the danger of being stuck in the
national and often quite ethnocentric practices of the main HQ. But
maybe more importantly it illustrates how hard it often is to hire in a
new and more diverse management team. Such a maneuver is met
with resistance within the existing organization — resistance towards
change and resistance towards diversity and new ways of doing things,
which is unfamiliar to the Danish main HQ.

1.3 DON’T FIX THE MINORITIES

In designing the organization for diversity, the knee-jerk reaction is to
relegate diversity to the realm of human resources, associated with fair
hiring practices and good corporate citizenship. But clinging to such
traditional notions of diversity comes with the risk of limiting the
creative potential and ultimately losing the competitive edge. In a
globalized world, diversity is much more than just a question of race
or gender. It is a spectrum of attributes, including culture, generation,
educational background, skills, and life experiences. And research
shows that capitalizing on these differences is a powerful factor in
encouraging innovation. In one case company this is taken very
seriously — here they have turned the traditional “recruiting for
diversity” practices upside down.

“The most important thing in the matter is that there is really no one
who needs to be fixed. That is, the women do not need to be fixed and
neither do the international candidates. The key issue is to get the
structures fixed and create a change of mindset in the entire
organizational culture. We are now asking: “What should the new
standards be? What must we work towards? And what should we
start questioning?”

Talking about diversity most organizations tend to focus on the one
foreign manager in the TMT or maybe on the lack of women in
management. But what is interesting in this concrete case is that they
are now shifting focus away from the individuals — the minorities —
and instead they focus on “the masses” in the organization. They
question is then, how can the majority be moved and how can we
affect the dominating logic in the organization?

17

“T've been very aware that 1
wasn’t going to make a Danish
team. I've wanted to create a
team, which to a high degree
reflects that we are in fact an
international organization —
we vary in regards to
nationality, experience,
education, and age.”



18 Hirschhorn & Gilmore (1992)

19 Hirschhorn & Gilmore (1992)

20 Ancona, Malone, Orlikowski & Senge (2007)

“We don't focus on the minority. Instead we try to reverse the matter.
Instead of setting goals like 10% more women in management or 15%
more people with different ethnic background, or whatever you
would like to set goals for, in terms of diversity and inclusion we
have chosen to set a strategic goal for the composition of teams,
which states that we will have a maximum of 70% of the same sex,
nationality, educational and professional background, and
generation in a team.”

By not focusing on the minorities, the organization has started an
interesting change of mindset which has found approval among the
employees. They realize that by reducing the dominance of one
particular perspective, they get better access to the various
contributions from the entire group.

1.4 WELCOME TO THE INCOMPLETE LEADER

In the efforts to respond to new competitive conditions on the global
scene many MNC's tend to move away from the familiar, hierarchical
forms of organization in favor of still more decentralized forms of
organization, in which central authority and control is gradually
replaced by more local autonomy and empowerment of a larger group
of managers in the organization. MNC’s are increasingly characterized
by a "multi-headed", decentralized organizational design, where an
increasing number of employees are perceived to be jointly
responsible for achieving the company's competitive advantages. This
change has caused a need to redefine the managerial roles because
they have been confronted with what has been called the "blurry
boundaries of authority":8. The traditional hierarchical control and
coordination structure is no longer always given, and it is no longer
unambiguously clear that "Bosses issue orders and workers follow
them"9. In many MNC’s, however, this trend seems to represent a
dilemma. Many traditional managers tend to be reluctant to delegate
authority and to share it with a larger group of foreign managers and
professionals.

"Well, if you are a control freak, and Group Management is, then this
is really hard. They are so into all the details....Currently, the fact is
that the Group Management are participating as board members in
all subsidiaries. This means that they travel a lot and still don’t really
have time to achieve anything. This is not exactly in line with our
globalization processes."

This quote illustrates how some managers are reluctant to delegate
responsibilities even though they have a hard time coping with
fulfilling all their managerial tasks in a still more global setting. While
the whole organizational setting is changing around them — becoming
still more complex and ambiguous — managers try to keep up the pace.
But as argued by Ancona and partners this strategy is just a dead end:
“It’s time to end the myth of the complete leader...In fact, the sooner
leaders stop trying to be all things to all people, the better off their
organizations will be”20, The basic argument is that no leader is
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perfect. Only when leaders come to see themselves as incomplete,
having both strengths and weaknesses, will they be able to make up
for their missing skills by relying on others. This is in line with the
following quote in which it is argued that cultivating a global mindset
requires letting go of an old stereotype of the complete leader who has
all the answers.

“T think that each individual manager has a huge responsibility in
creating a global mindset within his team. And he, himself, needs to
recognize that he is a role model and, hopefully, a representative of
an including and open leadership style... I think that the very classic,
slightly old-fashioned leadership style where you as a leader have to
have the answers to just about everything - that stands in sharp
contrast to a more global leadership style which is based on a global
outlook and on inclusion and diversity.”

The traditional idea of the complete leader makes many executives try
to stay on top of everything, exhausting themselves and damaging the
organization in the process. But probably it is easier said than done to
lay off such an often ingrained management style. As expressed below
it might not just be based on the leaders’ own ideas and expectations,
he most probably will also be bound by expectations from his
surroundings. That is why, at an organizational level, HR in this
particular organization is very conscious about articulating the need
for a shift towards incomplete leadership and about making room for
and specifically welcoming an incomplete, more open, listening, and
sharing leadership style.

“I think it depends very much on the individual manager, what you
expect of yourself, but also what your employees and the society
expects _from you. On the one hand; I know technical leaders who are
absolutely convinced that they themselves must have the answer for
everything and, on the other hand I know leaders who to a much
higher extent are ok with not having the answers, but who are
relying on employees or others in their network who have them. And
this latter leadership style — we really try to support and make room
for that.”

1.5 CAN YOU BECOME TOO GLOBAL?

This question is meant to be a teaser for discussion: Can you become
too global? — keeping in mind that the aim at this point is to frame
how to cultivate an organizational, global mindset. Can you as an
individual become so radically globally minded that you become a less
attractive player for the MNC? The question arose in an interview
focusing on what is needed in a global management team.

“Sometimes when I meet these very holistic, global managers coming

from many years of international assignments in multinational
companies I'm thinking: “Can you become too global?” And I think,
yes you can. To be too global is probably to embrace China, Russia,
and India too much and to forget to listen to southern Jutland and
what is needed there. If you are too global, you might lose the specific
national perspective...which is still important.”

Here, the considerations about being too global concern the market
needs, stressing that within an organizational management team there
is a need for different types of managers, some can very well be very
globally minded, while others would need to supplement that with a
more locally bound rationality. Thus, on a team level, the organization

19

“Only when leaders come to see
themselves as incomplete,
having both strengths and
weaknesses, will they be able to
make up for their missing skills
by relying on others.”

{3

an you become too global?”
And I think, yes you can. To be
too global is probably to
embrace China, Russia, and
India too much and to forget to
listen to southern Jutland and
what is needed there. If you are
too global, you might lose the
specific national
perspective...which is still
important.”



21 Gupta & Govindarajan (2002)

will need various types of managers in terms of a “degree of global
mindset”, so to speak.

“T think we need the different national types and also the holistic
global types in management. We need both. Top-top-level should be
the holistic, global guys — elsewhere in the organization you should
maybe be a bit more local. In a management team some of the
managers should have an anchorage in the local culture. The global
mindset has to come in combination with local understanding.”

While at an organizational level this topic of having to combine local
responsiveness with global integration is a very classic theoretical
discussion, it is interesting to take this discussion to a team-level —
and maybe even more so to the individual level. The interviewee draws
three circles in order to describe her thoughts concerning various
degrees of a global mindset (see figure below): 1. You can be very local,
but have a slight understanding and openness towards global issues. 2.
You can be split in your mindset — half global and half local, and 3.
You can have a very global mindset with just a minimal referral to
local perspectives. From here the question is raised: Can you become
too global?

Local | Global Foreign| Global

One attempt to answer this question is to argue that if you become too
global, you might become some kind of stereotype, holistic species
with no edges and often with American traits in your style. And in the
quote below it is stressed that such management style should not be
confused true global mindedness. It would be wrong to define a new
kind of “global culture” — a new overarching management style that
would work all over the place.

“Talking about global mindset it is often understood that the global
leadership style is some kind of typical, international, American
style. But the global way is not the American way. Global is not just
another national. It should really be_inter-national. I think that real
global-ness is to try to assimilate lots of different possibilities and
mindsets.”

Following this line of thought, one example of being too global would
be to praise yourself as being very international and almost
condemning everything and everybody holding on to local traits. This
is in line with the central definition of global mindset used in this
study in which it is stressed that having a global mindset is not only
about showing openness and awareness of diversity, it is just as much
about being able to “synthesize across this diversity”2! accepting and
embracing the various local traits.
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The interviewee mentioned above who drew circles to define various
degrees of global mindset, draws yet another circle to contribute to
this debate (see circle no. 4). This time it is split half-half defining
what she would argue would be a very valuable employee for the
global organization — namely half global and half foreign. The
argument is, that expats infiltrating a quite national organization are
very valuable in that they contribute to diversity and opens up for new
ways of thinking. So, while on the one hand you must cultivate an
individual global mindset, it is on the other hand also important and
valuable to keep your original, national colors and flavors when you go
abroad — in other words it is important to stay foreign. Stick with your
national basic traits because in that way you have some diversity to
add. Thus, it is stressed that the true globalness lies in holding on to —
but mixing — various cultural traits.

This issue seems to be one of the major challenges for expats when
they return to their home base. They feel that they have acquired an
awareness of diversity and that they have can contribute with a new
global mindedness within their own organization. They try to bring in
this awareness of diversity — they try to mix being “local” with being
“foreign”. But as illustrated in this next quote is it very hard to hold on
to this “foreignness”. You will very quickly be pushed back in
traditional ideas of “this is what we are used to do”:

“Just when I had returned to the headquarters I felt that I had a lot to
give. But the longer I am here, the more I just become like all the
others. You are influenced by the people around you. You are
influences by colleagues saying: ‘We have to do things the way we
are used to doing them. We have to follow the processes like we
always do.” You feel that you are under pressure. I have been home
for eight months and I am already influenced by that....But it is
important that you don ‘t return to your old habits and routines —
that you do not fall back in the headquarter-style of management
again.”

In the second part of the report we discuss this issue of being too
global at an organizational level: Are multinational organizations
becoming “non-places”, places without relations, without history and
identity? And here it would be interesting to ask the same question
keeping with the individual level. Can we talk about holistic, globally
minded managers as non-persons? By working in various non-places
will you then become a non-person or a person without a home?
Literature on expats describe how you lose your sense of “home” and
how you, on a personal level, are at risk of becoming rootless.22 In our
study there are several examples of expats and former expats who are
struggling with such challenges. The quote below illustrates an
example of how cultivating a global mindset often comes with a price.
Somehow you pass a point of no return and you almost wish that you
could turn back time. In that sense you might have become too global
— you lose your roots, you have no home. You are nearing a sense of
being a non-person. However, this does not need to be the full story of
the fate of the expat, as we shall see in the second part of the report.

“The moment I left Poland to go to my first expat assignment in
Malaysia I didn’t know that this was a decision of no return. When you
go somewhere and you experience living in different countries and
seeing what benefits it brings in terms of expanding your horizon and
meeting new people and cultures and having new challenges; it is very

22 Hazucha (2012)
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hard to go back. You go back and see that people didn’t move — they
are where you left them. Now, when I go home to Poland I am very
happy to be home for one weak and then I get claustrophobic again
and I feel like — yeah I need to move. The problem with being an expat
for me is that I don’t feel that I have a home now. Everything is
temporary. I need to define what is my home? Definitely expatriation
comes with a price that people often don’t realize. From a personal
perspective I think it would maybe be easier just to stay home and
settle down.”

2. Self-consciousness about current
mindsets, values and practices

In the section above, we have been focusing on how to deliberately
design diversity into the organizational DNA. But there is more to the
challenge of cultivating an organizational global mindset than that. As
described earlier, we perceive a global mindset to be “one that
combines an openness to and awareness of diversity across cultures
and markets with a propensity and ability to synthesize across this
diversity”23. At this point it is of relevance to focus not on the openness
towards diversity but rather the bare awareness of the existence of
diversity. This requires an awareness of the fact that we are limited by
our own mindsets and that we are biased by our mindsets in our
interpretation of information offered to us by our surroundings. A way
to reduce the likelihood of entrapment in your own mindset is to
cultivate a self-consciousness about your mindset. Doing so requires
accepting the possibility that your own view of the world is just one of
many interpretations of reality. Accepting this would significantly
enhance the likelihood of new learning24. While we, as individuals,
continue to evolve and become more conscious beings there is a
concurrent need for organizations to follow suit. In his book “The
global brain awakens”25 Peter Russell points to the coming age of
consciousness and he particularly points to the need of the conscious
organization, which is one that continuingly examines itself,
committed to becoming as conscious as it can.

2.1 LACK OF ORGANIZATIONAL SELF-CONSCIOUSNESS

How do we cultivate — or even just articulate — an organizational self-
consciousness about the global mindset in an organization? First of
all, we can simply ask managers or teams how they would describe the
state of global mindset in the organization. By doing that, it often
turns out that there are many very different takes on the
organizational mindset within the organization. Often people are very
good at articulating the mindsets that vary from their own and at
defining how and in what direction the organizational mindset should
change. Research shows that comparing the way different people or
teams appear to interpret the same organizational reality is an
effective approach to help a manager, a team, or the entire
organization to uncover their often deeply buried current mindsets=6.
In the quote below an interviewee describes how the global mindset is
perceived to be within the organization.
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“It varies very much within the company. The state of global mindset
really depends on where you have your customers. I think that there
are some parts of a large company like ours that are very locally
oriented, and then there are other parts that are very internationally
oriented. If you go to my colleagues in the building just across the
street, they have customers in all parts of the world. They are quite
global minded. But here in this building, we are much more Danish.
And that is despite the fact that we in this building are the
headquarters for a very global company. I think that when a
company thinks globally and acts globally, you acknowledge having
customers in several countries that are different. You recognize
having employees in different countries. And somehow you let go of
your national embeddedness in what you do.”

While this quote shows a clear consciousness about the variety of
individual mindsets in the organization, research shows that there are
typically also various perceptions of the organizational global mindset.
The classic point of view which is to be found many MNC'’s is that “our
company is way too local and ethnocentric. We need to develop a more
global mindset”. This point of view also appears quite clearly in our
data — actually from all four Danish MNC'’s involved. Here is just one
example:

“Our company is very Danish. In the operations of the company you
can sense how people focus on local issues. Often they think about
Denmark, which is fine, I mean, it's the history of it. We have to
accept that. But how do we make sure that people start to think about
the opportunities we have around the world. And I think that people
here need to look at the broader perspective and not just think about
Denmark.”

The lack of organizational global mindset has often been addressed
theoretically and most typically based on Perlmutter’s four "states of
minds”:  Ethnocentrism, polycentrism, regiocentrism and
geocentrism27 28, While ethnocentrism on the one hand is to be
understood as a local and at times parochial mindset, geocentrism, on
the other hand, is a concept that is very closely linked to what we now
describe as a global mindset. As early as 1969 Perlmutter described
how organizations struggled to cultivate a global mindset: "There is no
international firm today whose executives will say that ethnocentrism
is absent in their company.....one is more likely to hear, “We are still in
a transitional stage from our ethonocentric era. The trances are still
around! But we are making progress”29. However, more recent studies
show that now more than forty years later most organizations are still
struggling. Many organizations are still characterized by the lack of a
global mindset. For example Begley and Boyd argue that: "The global
mindset is a critical component of globalization... research shows that
managers universally recognize the imperative, but only a few are
close to implementing it”so.

According to Professor of Global Strategy Pankaj Ghemawat there is a
general tendency that we all overestimate current levels of cross-

27 Perlmutter (1969)
28 Perlmutter & Heenan (1971)
29 Perlmutter (1969)

30 Begley & Boyd (2003)
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border integration and understanding. Particularly business people
are seen to vastly overestimate the organizational level of a global
mindset. This is what Ghemawat calls “globaloney”3! and he explains it
by the fact that we tend to believe whatever we most desire or fear. For
businesspeople, he argues, there is a big draw of unbounded profits in
a borderless world, and that might be an explanation for why — often
particularly the headquarters — tend to overestimate their own global
mindset. Such lack of self-awareness about own organizational
mindset is expressed several times in our data. As an example it is
illustrated in this next quote.

“In the headquarters they need to have a much more global outlook
and global mindset. Often it is only teams of Danes located in close
physical proximity that are steering the global operations without
particular awareness of the diversity in the company. I find it hard to
see that good intensions, is enough. There is, simply, a lack of skills
and knowledge in the headquarters in order to be able to effectively
embrace all the managerial challenges you encounter in a global
company.”

What seems to be the danger is that the managerial teams often aren’t
aware that they are limited by their own parochial mindset. In other
words, they don’t know what they don’t know. Instead they tend to
convince each other that they are globally minded and they stop
questioning their own ways of doing things. The next quote can be
interpreted as an example of how the Danes in the headquarters
remind each other how global they are — they remind each other to
think from the outside in, despite the fact that most of them are Danes
who have never been on any international assignments. By doing that,
there is a danger of it becoming a cliché, which can blind the team
from the self-consciousness about own lack of a global mindset.

“We sometimes use the expression 'Remember to see things from the
outside in; and not from the inside out'. This is kind of a generic term
for how we think of our strategy. Sometimes we remind each other of
that.”

2.2 HIRING YOUR MIRROR IMAGE

Referring to the challenge of designing the organization for diversity —
as debated in section 2.1 — it is of relevance to discuss whether and
how organizational self-consciousness — or maybe rather a lack of
exactly that — affects the recruiting practices in the MNC’s. In the
Danish main HQ of one of the MNC’s in our study there is a rising
awareness about how the recruiting practices are limited by old taken
for granted assumptions about these practices.

“Our recruitment processes and policies state that everyone has
equal opportunities and that we do not discriminate. But when you
start analyzing the whole process and the steps you go through, you
realize that in every single step of the process there are
discriminating factors. They are just so embedded in our taken-for-
granted practices that they are invisible to those who work with it on
a daily basis. If we want to recruit the most qualified people, then we
have to take a critical look at our recruitment base. We have to do
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something different if we want to recruit the best employees from a
market that is changing as radically as it is right now.”

Here it is argued that the recruitment processes are bound in old
practices in the main HQ and that due to that the organization is
recruiting from a much too narrow pool of candidates. This is an
example of how we stick to old practices without even being aware of
it. The fact that this problem is “invisible to those who work with it on
a daily basis” shows that there is a distinct lack of self-consciousness
when it comes to the ethnocentrism in HR practices. And often it takes
an outsider to even notice it. Below is an example of an expat working
in a Danish headquarters addressing this problematic issue.

“Today we recruit very many Danish managers. And I have argued:
"You should revise that practice, because if you plan on these people
being the top 50 of tomorrow, you shouldn’t recruit Danish people.
The reason is that tomorrow our company will not be present only in
Denmark. We will be everywhere. So somehow we need to make sure
that our top 50 people are from India, China, or maybe the US....We
are preparing our company for the future and the biggest difficulty is
to ask the organization to forget a little bit about the history — the
way that things have always been done.”

This illustrates that it is hard to ask the Danish headquarter people to
let go of their current practices and mindset. Hamel and Breen have
addressed this issue by saying that “managers tend to marry their
cousins...They often surround themselves with people whose life
experience mirrors their own”32. They argue that this is problematic
since the diversity of any system determines its capacity to adapt. The
greater diversity — of thought, skills, attitudes, and capabilities — the
greater the range of adaptive capabilities in the organization. What we
find in our study is that the self-containment and lack of self-
consciousness in the Danish headquarters means that it precludes
itself from the possibility of receiving inputs from outside and thereby
from learning. One interviewee gave this very nice explanation as to
why we fall for the convenience of hiring our own mirror image.

“It is convenient to hire your own mirror image because you know
how this person works, thinks, and handles things. And most people
normally think that “my way is the right way”. And if you work
together with another you, you get confirmation all the time that
your way actually is the right way. It is much more uncomfortable to
work in a diverse team because people say things and propose things
that you don'’t expect. The key issue is, however, to see that this is
beneficial for the company.”

By limiting the diversity in the organizational teams you, thus, risk
ending up in a “convincing-each-other-that-we-are right”-club, which
is a textbook example of how you blind yourself of your own biases
and preclude yourself from the opportunity of learning.

2.3 ACKNOWLEDGING AND CHALLENGING YOUR OWN
DOWNLOADING

In order to change towards an organizational global mindset, one of
the first prerequisites is that the organization is able to be aware of —
and let go of — current practices. MIT Professor C. Otto Scharmer has,

32 Hamel & Breen (2007)
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since he published his world-renowned “Theory U”33, been advocating
the idea that we need to go on a mental journey of discovery every
time we want to develop and become better managers. Way too often
we are stuck in the past. We do the things we are used to do. We run
on routines. And when we are faced with a problem, we turn to the
solutions we already know. This is what Scharmer calls downloading
mechanisms — we keep repeating our own thought and action
patterns. In our study we have found one particularly interesting case
from which the issue of downloading can be debated. The HR
department in one of the MNC’s has become painfully aware of the
downloading that goes on in their recruitment processes. They have
become aware of the fact that they, already in the first round of
selection, are biased when it comes to choosing, which candidates to
invite for an interview.

“We have to train managers and recruitment consultants in letting
go of the prejudice that we all have and, which is part of the way our
brain works. Our managers are intensively trained in not to be
biased by name, age, education, and pictures in the applications,
but...If we had e-recruiting then all first screenings would be
completely anonymous, and we would get 50% more diversity just
because the applications would be anonymous. But right now our
recruitment proc