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How do organizations identify the critical 
success factors and work through the chal-
lenges that ensure their leaders and staff 
embrace diversity and incorporate it into a 
global mindset? What levers will help drive a 
global mindset, create breakthrough diversity 
strategies and tactics, and stimulate cross-
cultural awareness and leadership? 

According to a 2009 Center for Creative 
Leadership (CCL) research study (Madden, 
2010), 86 percent of senior executives say it 
is “extremely important” for them to work 
effectively across boundaries — including 
geographic boundaries — in their leadership 
role, but only 7 percent think they are “very 
effective” at doing so. Many globally operat-
ing companies frequently discuss cultural 
sensitivity. However, to make an impact, this 
must take place within the dual context of 
maximizing individual potential and achiev-
ing business goals.

The general management teams — and 
boards — of successful multinational organi-
zations are comprised of executives from 
various cultures. In fact, the goal for leading 
global companies is that their top leadership 
team and entire company’s staff reflect their 
customers’ diversity. Nestlé and Novartis, 
two Swiss companies, have made dramatic 
shifts from Swiss-dominated boards and 
executive leadership to a diverse set of nation-
alities. Both boards now have non-Swiss 
majorities, and several business units are 
based outside Switzerland. Nestlé’s executive 
board represents 10 unique nationalities, and 
80 percent of Novartis’ executives are not 
Switzerland natives (George, B. 2012).

Global leaders are not only embracing a 
global mindset, they are ensuring that 
employees are aligned with the organization’s 
mission and core values. They are developing 
thousands of leaders who feel comfortable 
operating internationally, in a variety of cul-
tures. In addition to helping leaders build 

traditional management skill sets, these com-
panies are also focusing on developing the 
“soft” skills — i.e., cultural sensitivities, col-
laboration, emotional intelligence (EQ), 
self-awareness and empowerment (George, 
B. 2012).

“Emotional intelligence is critically impor-
tant. In particular, it plays a role in how you 
behave,” said Steve Arneson, Ph.D., president 
of Arneson Leadership Consulting and 
author of “Bootstrap Leadership.” Arneson is 
a former senior vice president, executive tal-
ent management and development with 
Capital One, and senior adviser for numerous 
multinational organizations, including GE, 
Lockheed Martin, MetLife, Siemens, eBay 
and Time Warner. He formerly served as 
senior director of people development for 
PepsiCo, where he helped create a new prin-
ciple-based leadership culture during the 
spin-off of Yum Brands from PepsiCo.

“You can have the IQ to understand why 
emotional intelligence is important, but if you 
don’t behave in a way that demonstrates you 
believe its importance, you will miss the 
social signals and fail,” Arneson said. “The 
whole power of leadership development is 
based on reflection. If you are not reflecting 
on how you are doing as a leader you, ulti-
mately, will not be successful. The people that 
have those two competencies — IQ and EQ 
— are the ones who make it to the top.”

Members of global organizations differ from 
each other in a number of important ways: 
gender, personality, communication style and 
so on. Cultural differences present some of 
the greatest potential barriers to effective 
teamwork and value-adding outcomes. 
Because each culture operates under a unique 
set of norms and behaviors, team members 
from different countries will have a certain 
mindset as well as assumptions and expecta-
tions about how the group should perform. 
Multinational organizations want their 

What is a Global 
Mindset?
The heart of leadership is the ability to influ-
ence other people. 

According to Mark Miller, business leader, 
blogger and best-selling co-author of “The 
Secret: What Great Leaders Know – And 
Do,” the one question that really matters 
— particularly for TED Fellows, an exclu-
s i v e  g r o u p  o f  t h o u g h t  l e a d e r s , 
world-changers and trailblazers who have 
shown exceptional courage and unusual 
accomplishments — is “Why?” (Miller, 
2012). For example, “Why do children with 
rare diseases have to suffer?”asked Jimmy 
Lin, the renowned geneticist. Alex Odundo 
asked, “Why can’t we make a machine to 
help the farmers of Uganda crawl out of pov-
erty?” He worked for 15 years before his 
machine hit the market. But it did. 

Asking — and answering —“Why?” leads to 
stunning breakthroughs.

How many times have you thought, “Why 
haven’t our expansion efforts in China and, 
in particular, for our new Shanghai office, 
been successful? What are we missing?”

The world’s top-performing organizations 
have both asked and are currently answering 
those questions. They have acknowledged 
the fact that when it comes to competing suc-
cessfully internationally, they need to 
embrace and develop a global mindset. In 
doing so, they have not only trained their 
leadership team and high-potential perform-
ers, they also have committed to achieving 
diversity and developing multicultural com-
petencies throughout the company. They 
have armored their employees with the 
knowledge and skills to plan, operate and 
deliver results globally. 

Global companies need leaders who are capable of working anywhere and feel empowered 

operating in a diverse variety of cultures. How do relationships between work cultures and 

practices and local cultural and social norms within multicultural organizations influence 

leadership assessment and development? Through case studies and personal interviews, this 

article explores how Bayer AG and other major market-leading companies are addressing the 

challenges to prepare their high-potential performers and the company for global success.

➤
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employees to adopt the company’s mission 
and values and use that foundational mindset 
to help them successfully interact with col-
leagues from a diverse number of cultures.

One study published in Organizational 
Dynamics (DiStefano & Maznevski, 2000) 
examined how diverse, multicultural teams in 
global management created value and, in a 
few instances, did exactly the opposite. The 
organizational behavior and international 
management specialist researchers observed 
three distinct sets of performance — they 
named these behavioral models the “destroy-
ers,” the “equalizers” and the “creators.”

They found several of the multicultural teams 
to be absolute disasters. Team members dis-
trusted each other, guarded their knowledge 
and openly attacked others. One European 
team member observed: “Those Brits on our 
team are too serious. The Germans are so 
stuck up they don’t think anyone else has a 
brain, and the French couldn’t care less about 
production quotas.” In short, negative stereo-
typing destroyed the chance of any effective 
teamwork.

The researchers observed the second pattern 
— the equalizers — most often. While team 
members glowingly reported their experi-
ences and virtually dismissed the implications 
of cultural diversity, the team leader said oth-
erwise: “… they assembled the best minds in 
the company, and then produced a compro-
mise that didn’t even approach expected cost 
savings. We might get the benefits we hoped 
for eventually, but I’m more than a little dis-
appointed.”

The “creators,” however, performed at high 
levels with results exceeding all expectations. 
Going beyond the buzz phrases about “valu-
ing diversity,” they acknowledged, accepted 
and nurtured cultural differences. Team 
members recognized each other’s mastery 
and utilized an evolving dynamic that includ-
ed both innovation and cooperation. The 
high-performing teams achieved success by 
leveraging the team members’ synergy — they 
made the end result greater than the sum of 
its parts.

Strategic Implications
Many factors affect the development of an 
organization’s global mindset, talent man-
agement, cultural diversity strategies and 
operating plans. Some companies’ corporate 
missions and values statements include an 

explicit reference to diversity (e.g., Johnson 
& Johnson’s credo values and global stan-
dards of leadership explicitly reference 
diversity a number of times). 

Other organizations acknowledge and 
exploit, among others, four business levers: 
training, leadership development experienc-
es, cultural sensitivities and employee 
engagement. These companies include Bayer 
AG, a global enterprise with core competen-
cies in the fields of health care, nutrition and 
high-tech materials; Steelcase, a global leader 
in the office furniture industry; and Microsoft 
Corp., the largest global software company.

These organizations’ talent management 
policies and practices are linked to explicitly 
help company leaders and employees think 
globally and act locally, achieve cultural 
diversity, improve performance and increase 
customer satisfaction.

It is in each of these organizations’ DNA to 
attract new talent, retain high performers and 
provide leadership assessment and develop-
ment programs that genuinely engage 
employees. A 2008 Towers Perrin Global 
Workforce Study of employees found that the 
top driver of engagement was senior manage-
ment demonstrating a sincere interest in 
employee well-being. In addition to cross-
cultural training and expatriate assignments 
that provide on-the-job life experiences, 
Bayer conducts focused talent management 
and employee development discussions. 
These conversations, key to successful 

engagement, help bring out the best in 
employee creativity and potential. 

CEO and board involvement and account-
ability make a difference. In a study funded 
by Industrial Relations Counselors, Inc., 
ORC Worldwide, an international manage-
ment consulting firm (now Mercer LLC), set 
out to test the assumption that senior leader-
ship commitment is essential to successfully 
achieving and managing a diverse, inclusive 
workforce (IR Concepts, 2008). Key findings 
indicate that organizations with the most suc-
cessful records on diversity and inclusion 
tend to share certain characteristics:

• The organization’s values statement ex-
plicitly addresses diversity and inclusion
(as opposed to “respect for individuals” or 
other more general statements).

• Managers are trained to recognize and
avoid “microinequities.” This refers to the
often unrecognized, unintentional ways
that lingering stereotypes contribute to
continued unequal treatment of women,
racial/ethnic minorities, GLBT (gay, lesbi-
an, bisexual and transgender), disabled
individuals and other diverse groups.

• The CEO talks frequently to his/her direct
reports (the executive committee) about
diversity, demands regular reports from
them on the progress of diversity initia-
tives; and holds them accountable for both 
their personal behavior and for meeting
objectives such as developing and mentor-
ing diverse people.

EXHIBIT A: BAYER SIDEBAR CASE STUDY

Bayer AG

A global health care, nutrition and high-tech materials organization, Bayer AG has 111,800 
employees worldwide. Bayer’s leadership development programs help leaders coach and develop 
their virtual teams in a global and matrixed environment. Bayer’s approach to building a talent 
pool is noteworthy; it uses common terms, definitions and methodologies throughout the 
organization in a series of annual personnel organization conferences, or talent management 
discussions, and seeks to identify future leaders early in their careers. 

Bayer first institutionalized a common process to identify and capture high potential employees, 
employing a standardized process and methodology. Now all of the CEO’s direct reports use the 
same common process, language and criteria when they do succession planning. 

The process begins with a vetting session, where the executive team comes together to agree on 
the top-tier candidates for future leadership positions. Their team-based approach requires the 
executive team to identify emerging leaders earlier in their careers and facilitates greater internal 
mobility and opportunities for developmental assignments. Bayer provides a range of cultural 
diversity developmental learning opportunities for candidates, such as sending them on ex-pat 
assignments and having them lead international project teams, and offers a variety of leadership 
development and coaching programs. 

“The early identification and consequent development of top talent from around the world are key 
elements of Bayer’s talent management strategy. We want to equip our leaders through the right 
developmental experiences with the skills and competencies they need to succeed in a global, 
dynamic and challenging business environment.” – Gabriele Oehlschläger, Global Leader, Center of 
Expertise for Talent Management, Bayer AG
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• The non-executive board of directors holds 
the CEO responsible for the company’s di-
versity initiative and his or her compensa-
tion is linked to diversity performance.

• The board itself is ethnically and nation-
ally diverse.

• The board reviews the diversity of high-
potential pools and succession slates.

In summary, the highest performing compa-
nies have institutionalized diversity and 
inclusion. They have enshrined their commit-
ment in value statements that explicitly refer 
to diversity or respect for differences, and 
they have integrated diversity and inclusion 
protections in key organizational processes 
such as training, succession planning and 
identification of high potentials. See Exhib-
it A on p. 44.

Bayer’s Foundation 
Building
In Fortune’s March 2012 survey, Bayer ranked 
in the top five of Europe’s most admired com-
panies (chemicals) and achieved a No. 11 
ranking overall. Additionally, in October 
2011, a global poll of more than 160,000 
students by leading employer-branding con-
sultancy Universum Communications placed 
Bayer among the world’s 50 most attractive 
employers in the engineering category. The 
Universum index is based on the frequency 
with which students from the world’s 12 larg-
est economies name a company as a preferred 
employer. Bayer was one of eight German 
companies in the international list of the 50 
most attractive employers for students seek-
ing careers in engineering. 

These announcements confirm the fact that 
Bayer is making great strides in terms of posi-
tioning itself to attract the world’s best talent. 

“When it comes to developing a global mind-
set, each country offers its own set of 
challenges,” said Gabriele Oehlschläger, a 
global leader at Bayer AG’s Center of Exper-
tise for Talent Management. “You need to 
understand the different markets, businesses 
and cultures and be able to lead, interact with 
and guide people around the globe.”

Oehlschläger shared that Bayer’s organiza-
tional behaviors are based on values that the 
company put in place 18 months ago. Using 
the acronym LIFE from Bayer’s mission state-
ment, “Science for a Better Life,” the values 
of Leadership, Integrity, Flexibility and Effi-

ciency give all employees guidance on how to 
conduct themselves in business and when 
working with others. For each value, Bayer 
has defined a set of behaviors that it wants its 
leaders and all employees worldwide to 
exhibit — e.g., building trusting and respect-
ful relationships. 

Bayer’s leadership team wants to know which 
high-potential performers will be ready to 
move into a more senior leadership role in 
three to five years. The Bayer Development 
Center is built on an international case study 
that provides observers with insights on how 
adaptive participants are in working in other 
cultural environments. Those insights are 
provided as feedback to participants. Bayer 
has collaborated with Right Management to 
identify and assemble best practices and cre-
ated the state-of-the-art development center 
for emerging leaders in the Americas. 

Development Centers. “We share what we’re 
trying to accomplish, what to look for and 
train them before they get involved. We also 
take a close look at the observers — are they 
looking for the right things? — and then pro-
vide feedback to the observers about the way 
they are communicating to those being 
observed. With Right Management’s help, 
we’re also coaching observers and double-
checking their observations against the 
experience of people who do this full-time.”

Michael Haid, SVP of talent management, the 
Americas, Right Management, reinforced 
Oehlschläger and Fey’s points of view about 
global mindset and cultural diversity. Haid 
serves in an advisory role for Right’s work 
with Bayer.

“When it comes to having a global mindset, 
I believe a meaningful definition is the ability 

➤

Bayer’s assessment process for high-potential 
employees and GlobeSmart, a web tool devel-
oped by Aperian Global and licensed at Bayer, 
are at the forefront of their activities to build 
a culturally diverse workforce and global 
mindset. The development centers (DCs) are 
tools that Bayer uses to assess and verify the 
potential for success multiple levels higher 
than an individual’s current role. The DCs use 
internal “Bayer Observers,” who watch and, 
among other types of feedback, help high-
potential performers build cultural sensitivity 
into their mindset. 

Observers are senior leaders who are well-
respected in the organization and exhibit 
LIFE behaviors in their daily interactions and 
work. Bayer also looks for diversity — it 
wants a gender mix in each DC. For the mid- 
and executive-level assessments, Bayer 
applies even more diversity in the form of 
international observers and leaders that come 
from different parts of the business.

“We usually spend three to four hours with 
the observers before we even start the pro-
cess,” said Claus Fey, vice president of human 
resources at Bayer Corporation USA. Fey also 
serves as an observer and speaker for Bayer’s 

to influence others that are not like you,” said 
Haid. “It also means understanding the 
impact that your influence has on a variety of 
cross-cultural shareholders who are also, 
typically, not like you. The idea behind glob-
al mindset and cross-cultural sensitivity is 
that both are really important in very spe-
cific ways when it comes to connecting 
emotionally with people from other cultures, 
whether that’s a national, company or func-
tional culture.”

Leadership development programs are a 
critical element when it comes to building 
certain leadership competencies and effec-
tively leading in today’s global business 
environment — e.g., cultivating a global 
mindset and creating awareness of cultural 
sensitivities.

Bayer’s current Leadership Excellence I pro-
gram for managers includes integrated 
modules with themes on leadership, team 
building and coaching. The six-day session 
includes 360-degree feedback and telephone 
coaching, Bayer’s LIFE values, exchanges on 
each participant’s current leadership experi-
ences and issues, leadership behavior 
exercises and peer counseling. Discussion 

Bayer’s leadership team wants to know which high-
potential performers will be ready to move into a more 
senior leadership role in three to five years.
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topics cover a wide variety of subjects, such 
as the principle of systemic leadership, Bay-
er’s diversity and inclusion principles for a 
high-performing culture, conducting chal-
lenging dialogues with employees and leading 
people through change.

The Leadership Excellence II program for 
senior managers is comprised of a rigorous 
four-day session. The leadership topics cov-
ered include leading others in the context of 
a culturally diverse and complex organiza-
tion, creating an atmosphere of trust, handling 
conflicts and ambiguity, managing and influ-
encing relationships, and initiating and 
leading people through change processes and 
projects.

Bayer’s BayWay® program — offered to 
employees with at least four years of leader-
ship experience leading international and/or 
virtual teams — addresses cultural diversity. 

The program, comprised of a virtual phase 
(three months) and one week of live training, 
is a powerful source of networking and learn-
ing from others. It brings together Bayer 
leaders from different countries, subsidiaries 
and functions and helps develop leadership 
behaviors and competencies in day-to-day 
working life.

BayWay® provides opportunities to dive deep 
into individual topics and extend leadership 
competencies based on an individual’s needs. 
Participants learn how to lead people in glob-
ally distributed organizations. They also 

learn methods to cope with complexity, serve 
as team champion, motivate others to keep 
their spirits up and embrace change to 
empower Bayer’s future. 

In the three-month virtual “shared learning” 
phase, participants work together in multi-
cultural virtual teams and develop live 
solutions for test cases. Active tutors support 
the participants, where team members and a 
tutor mirror each participant’s individual 
action plan. In addition, the participant’s 
manager must approve his or her action plan.

The one-week live training “Learning Lab” is 
held after the virtual phase. It provides a 
unique opportunity to experience global 
leadership at Bayer. This event, which brings 
together all participants at a European loca-
tion, consists of leadership simulations, 
workshops and discussions. “I think the num-

ber one leadership competency is to know 
how to leverage diversity for business bene-
fit,” said Antje Wessel, global head of 
diversity and inclusion at Bayer AG. “For 
some, it may not come naturally to be inclu-
sive. I think a person’s skills will increase the 
more they are exposed to the concept of 
diversity. Instead of blaming people for not 
being inclusive, I think we should appreciate 
and acknowledge those who do manage 
inclusively. They provide excellent examples 
and help nurture a culture of diversity at 
Bayer.” See Exhibit B.

Bayer is also taking steps to develop leaders 
at the local/regional level within countries 
and country groups and rely more on local/
regional leaders and less on expatriate assign-
ments to provide leadership.  “This is an 
example of thinking globally, but acting 
locally,” said Fey. “We want more local/
regional talent developed within the coun-
tries so more and more people on the 
leadership teams are from the respective 
region or country. We think that makes good 
business sense.” See Exhibit C. 

Another way that Bayer is developing a 
global mindset among its leaders is through 
GlobeSmart, a web-based global tool that 
offers a comprehensive database on 66 coun-
tries. “Our aim is to greatly improve the 
diversity and international focus of Bayer 
employees,” said Dr. Horst-Uwe Groh, head 
of corporate human resources at Bayer AG.  
“To secure the success of our diversity strat-
egy, employees of all nationalities must be 
integrated into the company’s work on an 
equal basis and be able to handle cultural 
diversity in day-to-day situations sensitively 
and constructively.”

“In the globalized world in which we live, 
many barriers between people have disap-
peared,” said Dr. Groh. “These days we can 
travel quickly to almost any country on Earth 

EXHIBIT B: STEELCASE SIDEBAR CASE STUDY

Steelcase (ASTD 2009)
Steelcase, the global leader in the office furniture industry, has approximately 13,000 employees 
worldwide and more than 600 dealer locations around the world. For many years, Steelcase University 
provided competency management, assessments, employee development and grooming high-
potential employee services. Other aspects of talent management, such as recruitment, staffing, 
performance management, succession planning, rewards and compensation were managed by HR.

Efforts to integrate these processes fell short and did not meet the company’s human capital 
business needs. Following an external audit, Steelcase began a three-year transformation project. 
The objective: make talent management processes in HR and at Steelcase University more global, 
centralized and seamless to users.

The company now has an expanded set of integrated talent management processes under 
the label of global workforce strategy, with the goal of making them a center of expertise. As 
Steelcase went global, they determined which talent management processes fit best into a center 
of excellence within Steelcase, which could be configured into a shared service (inside or outside 
of Steelcase) and which can be offered to managers and employees on a self-service basis. With 
continuous support from global teams representing HR, IT and Steelcase University, the global 
workforce strategy represents one of a series of future centers of excellence within the realm 
of HR. For Steelcase, the two driving forces for these process integrations are the need to be 
transparent to the user and to have a global human capital data bank that can gather and share 
information from a single data base system.

“One of our aspirations is to leverage our talent globally and identify, select and develop the right 
people for the right positions around the world and fill them with the most qualified people.” – 
George A. Wolfe, Vice President, Steelcase University

EXHIBIT C: MANPOWERGROUP

Throughout the past several years, ManpowerGroup has seen a shift in the use of expatriate 
talent (individuals based in countries other than their home) to manage and lead operations in 
emerging markets. Due to some of the challenges this practice creates, such as expat managers 
not being able to adapt to local cultures and creating a perception that there is a “ceiling” on 
the promotion of local managers, some forward-thinking multinational companies are pursuing 
what ManpowerGroup calls a “reverse expat strategy.” A reverse expat is a local manager who is 
placed at the helm of a Western-based company’s emerging-market business and then rotated 
through some of the company’s more mature operations outside of that market. The reverse 
expat shadows and role-plays with the local leaders; observes and absorbs protocols, processes 
and practices; and develops a plan for quickly adapting any relevant developed-market practices 
to the developing country. When executed effectively, this approach dramatically accelerates 
the development of local managers and ultimately creates a more competitive and sustainable 
organization. Although not yet widespread, this practice is beginning to take hold (The Manpower 
Group, 2011).
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and thanks to modern telecommunications, 
we can link up to people anywhere in the 
world within seconds. But do we really 
understand each other when we communi-
cate across continents? Does ‘yes’ really mean 
‘yes’ in a specific context — or might it actu-
ally mean the opposite in some countries? 
Does it make sense to conduct a discussion 
with colleagues in Germany in exactly the 
same way as with staff in Japan? Do people 
from Brazil understand feedback in the same 
way as their colleagues from India or the 
United States?”

This site enables Bayer’s leaders to learn 
about how to work with others (e.g., the way 
you provide feedback to someone in Canada 
is different from the way you provide feed-
back to a direct report in China). GlobeSmart 
also provides cultural tips about the political 
goings-on and a sense of awareness about 
how people living in China may take addi-
tional time before responding when asked a 
question. The site enables Bayer’s leaders to 
gain a sense of awareness and successfully 
interact with other cultures, yet still hold true 
to Bayer’s overall organizational LIFE values. 

One of the benefits of GlobeSmart is the 
Assessment Profile. After completing a quick 
five-minute survey, this self-assessment 
enables you to compare your profile to others 
in the organization across five spectrums of 
behavioral style and preferences. The profile 
comparison tool provides specific ways to 
bridge the gaps where you differ with others.

“GlobeSmart helps as a self-assessment tool 
because users can see that they answered the 
same questions differently than a colleague in 
another country,” Wessel said. “People can see 
that just because different cultures have dif-
ferent values, it doesn’t make them better or 
worse; the difference can be a huge benefit.” 

Several other elements of GlobeSmart 
include:

• Global Business Knowledge at Your Fin-
gertips — Provides instant access on ways 
to communicate effectively, manage and 
train employees and improve relationships 
with colleagues, customers and suppliers 
from around the world.

• Practical Examples for Skill Building — 
Offers tests and case studies based on typ-
ical business scenarios. It enables you to 
test your knowledge and receive immediate 
feedback with suggested content to build 
knowledge and skills.

• Ex-pat and In-pat Transitions — Helps ex-
pats arriving in a new country decrease the 
time to adapt by learning about the main 
cultural differences in language and behav-
ior. It also helps leaders more quickly tran-
sition in-pats into their teams by under-
standing cultural differences and enabling 
the entire team to learn how their behaviors 
and differ from that of the other team mem-
bers with whom they will be interacting.

• Social Media — Users share experiences, 
questions, comments and upload images.

• GlobeSmart Advisors — Global network 
of “first responders” to users’ questions.

“One of the current best practices is to make 
learning progressive and not just a one-time 
event because there’s only so much you can 
capture in a full-day classroom session or 
even a two-hour virtual workshop,” said 
Sueng-Youn Shin, senior consultant with cli-
ent strategy at Aperian Global, which 
produces GlobeSmart. “We want to help 
make learning a continuous process.”

The GlobeSmart Assessment profiles provide 
focused help on integrating and getting along 
with people from different cultures. If, for 
example, you click on the “Global Advice” tab 
and the country “Canada,” the system will tell 
you how similar you are to people in Canada 
when it comes to being direct (versus indirect). 
Alternatively, when it comes to independent 
versus interdependent, GlobeSmart will com-
pare your profile to that of a Canadian. It may 
show that you are much more comfortable 
working in a group environment compared 
to an average Canadian.

“GlobeSmart is a great opportunity to 
understand more about yourself, your ten-
dencies and how it compares to other 
cultures,” Fey said. “If I’m going to China, 
I can see what my natural tendencies would 
be to communicate and interact and how 
that’s different from the country norm. We 
encourage people to use it to better prepare 
themselves for cross-cultural interaction. It’s 
woven into how we operate.”

Najafi Global Mindset 
Institute
The Global Mindset Inventory is an approach 
that Right Management has informally 
adopted and shared with Bayer.

Dr. Mansour Javidan, former dean of research 
and Garvin Distinguished Professor at Thun-
derbird School of Global Management, 
spearheaded a three-year Global Leadership 
and Organizational Behavior Effectiveness 
(GLOBE) project. In Phases 1 and 2, they 
looked at cultural similarities and differences 
across countries and tried to understand 
implicit leadership theories. They wanted to 
understand what people in different societies 
expect from their leaders. They collected data 
from more than 17,000 middle managers in 
58 countries representing 62 cultures. From 
that, they created profiles of outstanding 
leadership in each of those cultures. 

EXHIBIT D: GLOBESMART ASSESSMENT PROFILE

➤
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In Phase 3, the team examined the actual 
behaviors of CEOs and asked how they 
implemented strategic change in their organi-
zations. They collected data from more than 
800 CEOs in 20 countries and hypothesized 
two things: one, that the CEOs whose styles 
are consistent with the leadership profiles in 
their respective countries will be outstanding 
leaders; and two, that their companies’ finan-
cial results would be superior to the results of 
companies led by CEOs whose styles did not 
match the profiles. To date, Dr. Javidan has 
found that this is, in fact, true.

Based on this exhaustive research, the Najafi 
Global Mindset Institute has identified 35 
specific leadership attributes that are univer-
sally desirable — no matter what country you 
are in. See Exhibit E.

The Thunderbird Institute also created the 
Global Mindset Inventory, an assessment tool 

that helps determine a global leader’s ability 
to influence individuals, groups and organi-
zations unlike themselves (Najafi Global 
Mindset Institute, 2012). See Exhibit F.

Joy McGovern is head of client services for 
the Najafi Global Mindset Institute at Thun-
derbird School of Global Management. 
McGovern defined global mindset as “the 
ability to influence those people who are dif-
ferent from you, whether that difference is 
cultural, social, institutional or political.” She 
also shared a success story about how the 
GM Inventory, one of the few tools approved 
by the Association to Advance Collegiate 
Schools of Business, was applied at a giant 
global retail company.

“We have been working with them since 
2009 and regularly conducting a variety of 
workshops at various levels in the organiza-
tion,” McGovern said. “We have taken what 

was, essentially, an inwardly focused Ameri-
can company and enabled them to expand 
very successfully into other countries and 
new cultures.”

A case study, included in “Making It Over-
seas,” a Harvard Business Review article 
written by Dr. Mansour Javidan, Mary Tea-
garden and David Bowen, describes two 
executives on multinational assignments. 
Each had different skill sets — and, most 
importantly, a different mindset, set of experi-
ences and outcomes — when it came to 
working with other cultures. 

Alan was charged with leading his firm’s 
expansion in China. He needed to resolve the 
issue that marketing and sales were making 
promises that the operations and distribution 
groups could not meet. His colleague, Debra, 
was given a similar assignment in Brazil. 
Because Alan found that turf protection in 
China was stronger than anything he had 
ever experienced in the United States, his 
enthusiasm gave way to frustration. Over 
time, he withdrew and, ultimately, was called 
back to the United States. On the other hand, 
Debra quickly embraced her new staff, envi-
ronment and task. She immediately engaged 
with employees at all levels, asked questions 
and gathered input on solutions. She met with 

EXHIBIT E

EXHIBIT F

Najafi Global Mindset Institute (GMI) — 
Global Mindset InventoryThe Kozai Group, Inc., 
creators of both the Global Competencies 
Inventory (GCI) and the Intercultural 
Effectiveness Scale (IES)

To succeed overseas, you need a global 
mindset. It is comprised of:

Intellectual Capital

• General knowledge and capacity to learn 

• Global business savvy

• Cognitive complexity

• Cosmopolitan outlook

Psychological Capital

•  Openness to differences and capacity 
for change 

• Passion for diversity

• Thirst for adventure

• Self-assurance

Social Capital

•  Ability to build trusting relationships 
with and among people who are different 
from you

• Intercultural empathy

• Interpersonal impact

• Diplomacy

Najafi Global Mindset® Institute, 2012

Thunderbird Global Mindset Institute

Conceptualizing and Measuring Global Mindset: Development of the Global 
Mindset Inventory

Table 2.1: Initial Attributes of Global Mindset — Identified Through Literature Review and 
Interviews with Executives and Scholars

1. Self-confidence

2. Optimism

3. Resiliency

4. Curiosity

5. Adaptability

6. Flexibility

7. Fearlessness

8. Quest for adventure

9. Risk-taking

10. Collaborativeness

11. Desire to learn about other cultures and 
other parts of the world

12. Understanding of the global business  
and industry

13. Understanding of the political and economic 
systems in other parts of the world

14. Knowledge and understanding of how to 
build and manage global alliances

15. Understanding of partnerships and  
value networks

16. Ability to manage the tension between 
corporate requirements and local challenges

17. Knowledge of how to manage such tension 
successfully

18. Understanding other cultures and histories

19. Respecting cultural differences

20. Understanding cultural similarities

21. Knowing other languages

22. Willingness to work across time and distance

23. Ability to suspend judgment about those 
from other cultures

24. Passion for learning about and being in 
other cultures

25. Positive attitude towards those from other 
cultures and regions

26. Openness to cultural diversity 

27. Understanding how a person who is closed 
to cultural diversity behaves

28. Willingness to accept good ideas no matter 
where they come from

29. Acknowledgment of the validity of different 
views

30. Willingness to adapt, learn, and cope with 
other cultures

31. Ability to connect with people from other 
parts of the world

32. Ability to adjust behavior in a different 
cultural setting

33. Ability to handle complex cross-cultural issues

34. Knowledge of how someone incapable 
of handling complexity behaves in an 
international setting

35. Ability to generate positive energy in people 
from a different part of the world

SOURCE: http://www.thunderbird.edu/wwwfiles/pdf/knowledge_network/ctrs_excellence/global_mindset_leadership_institute/
gmi-tech-report.pdf

Javidan, Hough, & Bullough, 2010
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local experts inside and outside the company 
and treated every gathering, formal and 
social, as a chance to build personal relation-
ships. Within 18 months, the group was back 
on track.

Debra’s point of view was obviously different 
from Alan’s. Debra thrived on cross-cultural 
complexity, whereas Alan did not. They used 
distinctly different approaches in how they 
worked with their multicultural teams. Alan’s 
stance was prescriptive — he told the team 
what they needed to do and waited for them 
to deliver. In contrast, Debra’s approach was 
participative. She engaged with her team at 
work and socially, away from the office. She 
took the time to build relationships and per-
sonally engaged others. It appears that Debra 
used the right mix of Psychological, Social 
and Intellectual Capital to accomplish her 
work objectives and personally thrived while 
doing so. See Exhibit G.

Sean Dineen, principal consultant at Right 
Management, based in Shanghai, is a certified 
GMI trainer. He has applied the Global 
Mindset Inventory in a couple of different 
contexts. 

“In one case, we included the GMI as part of 
a high-potential development center for 
global general managers with a large, global 

medical devices company,” Dineen said. “The 
individuals came from multiple countries 
worldwide. This multinational company has 
a strong global footprint — they recognize 
that in order to be successful, they need lead-
ers who possess a global mindset, understand 
how business is done in other parts of the 
world and can effectively communicate and 
interact with people from different cultures.” 

Right asked client leaders to take the GMI 
survey and then shared their results as part of 
their three-day leadership assessment and 
development center. They also asked the 
executives to prepare by reading about glob-
al mindset in the Making It Overseas article. 
At the training, the clients focused on what 
they each needed to do individually to devel-
op a global mindset and brainstormed 
specific strategies to enhance the broader 
organization’s stock of global mindset.

“The exciting thing about global mindset is 
that you can develop it,” Dineen said. “Even 
if it’s not in your DNA, everybody can work 
on it and successfully develop his or her own 
approach.”

Dineen likes the Thunderbird Institute GMI 
model because it breaks the process down 
into three major categories that help one eas-
ily understand which areas need to be 

developed. He believes that, when it comes to 
developing a global mindset, the most chal-
lenging to develop is Psychological Capital. 
Intellectual Capital can be learned, Social 
Capital can be practiced, but Psychological 
Capital is innate — it is one’s essence, which 
is oftentimes the most difficult to understand, 
untangle and re-shape. 

As McGovern said, “The hardest one to 
change is psychological because that involves 
one’s willingness and motivation to do busi-
ness in an international setting.”

Right also uses a tool called the Global Com-
petencies Inventory, developed by the Kozai 
Group, Inc., who collaborates with the Inter-
cultural Communication Institute. The GCI 
inventory complements and closely aligns 
with the Thunderbird Institute’s GMI.

The Global Competencies Inventory is 
designed to assess personal qualities associ-
ated with effectiveness in environments 
where there are cultural norms and behaviors 
different from your own. The information 
contained in the GCI feedback report can 
provide a basis for understanding both cur-
rent competencies as well as point to 
opportunities for future development and 

EXHIBIT G: MICROSOFT CORP. (MACLEOD & CLARKE, 2009)

Microsoft understands the changing nature of the workplace and, therefore, uses a variety of 
different communication tools including: email newsletters, internal websites, blogs, webcasts, 
live meetings, sitewide email, physical notice boards and audiovisual presentations throughout 
its buildings. There is a strong emphasis on regular communication. Recognizing that this cannot 
always be face-to-face, everyone has a monthly one-to-one meeting with his or her manager. 
Microsoft uses the latest technology, such as RoundTable conferencing technology. They equip 
everyone with a laptop, headset and the relevant software, so people can connect easily and 
effectively wherever they are and save costs (as well as having a significant environmental 
impact).

Each year, Microsoft hosts a company meeting to kick off the year, review its most recent 
accomplishments and considers the opportunities and challenges ahead. To make this meeting 
convenient for all employees across the globe, the full length company meeting is also available 
via on-demand webcast. Other executives at Microsoft offer regular talks and updates such as 
Chris Liddell, chief financial officer, who gives a quarterly “street talk” on financial performance. 
Kevin Turner, chief operating officer, gives a quarterly “wireside chat” on the current performance 
of the business and the priorities and focus for the next quarter. These are recorded and can be 
viewed directly over the network via streaming or downloaded to laptops or mobile devices. 

MSPoll, the annual employee attitude survey, is a critical checkpoint to validate how the culture 
is evolving. The actions that stem from the analysis of the survey results are focused to further 
shape Microsoft’s culture. Microsoft has been conducting employee surveys since 1994. 
Participation in the MS Poll survey is voluntary, and all employees are encouraged to respond 
honestly as a means to offer opinions and affect change. Microsoft has recently undertaken 
analysis that shows that a correlation does exists between higher customer satisfaction scores 
and higher employee engagement scores across its businesses.

“Organizations that embody a learning culture will be more aware of new trends developing and will 
know how best to address those trends and get products to market. They will be better equipped 
to address customer needs. These organizations will secure competitive advantage by fostering 
a learning culture and developing their people to their full potential.” – Shannon Wallace, Global 
Director, High Potential Leadership Development, Microsoft (Marcus Evans Press, 2011)

EXHIBIT H

The Kozai Group, Inc., creators of both the 
Global Competencies Inventory (GCI) and 
the Intercultural Effectiveness Scale (IES)

Global Competencies Inventory

PERCEPTION MANAGEMENT

• Nonjudgmentalness

• Inquisitiveness

• Tolerance of Ambiguity

• Cosmopolitanism

• Interest Flexibility

RELATIONSHIP MANAGEMENT

• Relationship Interest

• Interpersonal Engagement

• Emotional Sensitivity

• Self-Awareness

• Social Flexibility

SELF MANAGEMENT

• Optimism

• Self Confidence

• Self-Identity

• Emotional Resilience

• Non-Stress Tendency

• Stress Management

Mendenhall, Frierson, Burton, Stevens, Bird, Oddou & Osland 2011 ➤
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growth. The sample report focuses on three 
main factors of intercultural adaptability. See 
Exhibit H.

New Approaches: 
Creating Leaders for 
Global Roles
The emergence of easily accessible social 
media networking platforms offers opportu-
nities for both individuals and organizations 
to strengthen their ability to work effectively 
in the global environment. Connecting via 
Facebook, Twitter and other platforms with 
people in other cultures provides opportuni-
ties to understand and appreciate diverse 
viewpoints. Employees may be encouraged to 
do this on their own, or the organization may 
create a venue to encourage the practice. 

Talent networks can help organizations drive 
long-term engagement with current and pro-
spective employees. It is also helping 
companies survey and map the complex net-
work of talent, explore brand perceptions, 
develop future generations of the workforce 
and establish pipelines of talent for mission 
critical roles. The key to developing a valu-
able talent community is designing one that 
provides genuine value for everyone involved. 
Sites like Facebook, Twitter and numerous 
other platforms can be utilized to stay con-
nected for days, months and even years, 
before a position opens. By inviting visitors 
to your career site and followers of your 
social career pages to join your community, 
you will streamline the recruiting process by 
attracting the best candidates to your employ-
ment brand and engaging them in deeper 
conversation.

When it comes to talent management, recruit-
ment and finding and/or developing 
culturally diverse leaders, it is clear that a 
global mindset and cultural intelligence com-
plements EQ both play a role. An individual 
with high emotional intelligence understands 
what makes us human and what makes us 
different from one another. Individuals who 
are able to accurately interpret another per-
son’s unfamiliar mannerisms and gestures in 
the same way as his or her native family and 
friends would are considered culturally intel-
ligent (CQ) (Earley & Mosakowski, 2004).

One important element that CQ and EQ 
share is, in psychologist and author’s Daniel 
Goleman’s words, “a propensity to suspend 
judgment — to think before acting.”

Invest in and share knowledge about cul-
tural diversity and potential “hot buttons.”  
Example: If an employee is assigned to a 
new project in India, and you have access 
to a tool like GlobeSmart, advise her on 
GlobeSmart’s features and which screens 
to access, so that — assuming her col-
leagues have completed a GlobeSmart As-
sessment Profile (GAP) and given permis-
sion for it to be viewed by colleagues — she 
can see how her natural communication 
style compares to these individuals across 
five spectrums of behaviors related to cul-
ture. This tool provides insight into how 
one needs to stay flexible and build aware-
ness of when and how to make adjustments 
to work well with colleagues and custom-
ers from other cultures.

• Know the cultural competencies and be-
haviors you want in the people you hire
— ask questions that test prospective em-
ployees’ EQ and CQ.

“Companies are paying greater attention
to cultural diversity,” said Tim Sosbe, edi-
torial director of Training Industry Quar-
terly magazine. “If you put a picture of a
man with his thumbs up in front of a U.S. 
executive, she or he will consider that as
positive. However, not in Japan — they
interpret it as a derogatory gesture. An-
other cultural difference applies with
business cards. When American execu-
tives exchange business cards, you will
often see people writing a few notes on the 
back about the date and event where they
met. In Japan, that is taboo. The Japanese
consider giving someone your business
card a gift. If, after receiving a business
card, you write on the back, it is consid-
ered an insult.” 

• Embody country culture within corporate
culture by establishing a knowledge base
that is comprised of success stories, case
studies, anecdotes and other tips on what
works best with a particular client, in what 
office (city) and in what country. Track,
measure and document effective leadership 
behaviors and outcomes.

• If a standard does not already exist, work
to establish a core set of global mindset
competencies for current and future lead-
ers and your entire organization.

“The road is littered with leaders who tell you 
that the soft stuff does not matter,” Arneson 
said. “They are numbers oriented. However, 
when it comes to doing business globally, 
there are things as important as making the 
numbers. Look at Bob Eichinger’s 67 leader-

When an executive with high CQ is assigned 
to a three-year project in Beijing, she or he 
will naturally notice a culture’s shared 
understandings.

A Scottish director at an international man-
agement consulting firm was working with a 
new client, a Chinese building and develop-
ment company. Sherrie’s experience with 
executives in China’s construction industry 
was that they were flexible about deadlines 
and receptive to innovative advertising cam-
paigns. She also had worked with executives 
from a German construction company. Sher-
rie found them to be very strict about meeting 
deadlines; they also wanted a conventional 
campaign that highlighted the company’s 
building credentials.

Sherrie was not sure about the best course 
of action. Would the Chinese construction 
company executives behave like the other 
Chinese company or the Germany construc-
tion company? She decided to watch her new 
clients closely and decide on the best next 
step. However, the client sent a new execu-
tive to every meeting. Each one was from a 
different practice and had grown up in dif-
ferent countries. Instead of linking the first 
executive’s behavior with her new client’s 
culture, Sherrie looked for other consisten-
cies in the individuals’ behaviors. She 
ultimately determined that while they were 
all very deadline-oriented, none of them wel-
comed new advertising messages. Based on 
her innate CQ assessment, Sherrie sensed 
much about the style and character of her 
new client.

Make Cultural 
Diversity a Priority
Several concepts follow about engendering a 
global mindset at your organization:

• Share information with newcomers about
the dos and don’ts of dealing with people
from different parts of the world. Ensure
that the entire staff knows this is an orga-
nizational priority.

• Multinational corporations should exploit
the fact that they employ people from all
around the world. Leverage your networks 
by arranging for new executives to spend
time with people from different back-
grounds whenever possible. Most compa-
nies have a large pool of people who can
share ideas and experiences, and it costs
very little to do this.
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ship competencies — almost every one of 
them applies. However, there is a handful that 
I consider imperative: leadership skills, open 
mindedness, communication skills — not just 
clarity and success, but frequency — and the 
ability to influence, persuade and negotiate. 
The individual must be patient and willing 
to compromise.”

Arneson added a note of caution for two 
other competencies included on many short-
lists: assertiveness and conflict management. 
“Assertiveness needs to be toned down — 
this is often considered a not-so-welcome 
aspect of what many say is characteristic of 
most Americans. When it comes to conflict, 
don’t manage it. Simply do all that you can 
to avoid it.” 

Conclusion
It is a well-known axiom, but multinational 
organizations need to, quite literally, “think 
global and act local.” This is the challenge.

Developing a global mindset is a dynamic and 
iterative process. The co-dependent business 
knowledge, experiential and behavioral 
levers — i.e., leadership assessment and 
development, cultural practices and mores, 
diversity, cross-cultural sensitivities, clear 
communication and expectation manage-
ment, motivational triggers, rewards and 
empowerment — must be integrated and 
working in concert. 

The goal is to strike the right balance between 
developing high potentials experientially by 
giving them opportunities to work on cross-
cultural teams and also provide exposure and 
training on various approaches — e.g., GMI’s 
Global Mindset Inventory, the Kozai Group’s 
Global Competencies Inventory, Eichinger’s 
67 Leadership Competencies, Hogan Assess-
ments, Jack Welch’s 4 E’s of Leadership, 
Frederick Herzberg’s Motivational Theory 
and others. 

Having a global mindset means understand-
ing and applying your knowledge about the 
attitudes, feelings and perceptions of differ-
ent cultures and leveraging awareness of 
various continuums to influence others — 
i.e., how does Swedish culture look at power
and authority? How do they view hierarchy?
Do they operate best in long- or short-term
time frames? Are they individual thinkers or
collective problem solvers? This also means
making on-course project adjustments
as needed.

Organizations need to invest to create global 
competitive advantage. This could mean 
launching an R&D operation in China to 
better understand local consumers, ensuring 
that ex-pats in Brazil are consummate 
experts on local culture, or having your in-
country general manager investigate and 
confirm that you are meeting India’s inter-
national, regional and local regulatory 
requirements.

Effective talent programs offer real business 
challenges that stretch skills and experience 
to the limit. When high potentials are work-
ing on a project and are stretched well 
beyond their comfort zone, they learn the 
important attitudes and behaviors that pre-
pare them for more senior roles. The most 
important learning opportunities are on-the-
job challenges. It is crucial to be upfront and 
honest about the demands of a global, 
mobile career. Focus on high performers 
who are prepared to move to other coun-
tries, new projects and be successful despite 
being away from home.

The companies that believe individual leader-
ship assessment and development drive 
overall organizational development are most 
successful at developing leaders who view 
opportunities and make decisions through a 
global mindset lens. Their international train-
ing and cross-cultural exposure and 
experiences will enable your high performers 
to create and operate a vibrant, culturally 
diverse and empowered workforce that deliv-
ers valuable outcomes and engender positive 
working relationships with their multicul-
tural colleagues, clients and global business 
network.  
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