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                                                                                        PART I: RESEARCH CHALLENGE &amp; CONCEPTUAL ANALYSIS OF  GLOBAL MINDSET

                                                                                                Chapter 3: Conceptual analysis of global mindset: Theoretical pre- pre-understanding and framework

                                                                3.7 Approaches to the Development of Global Mindset Competence and Capability

                                
                    The Danish Association of Managers and Executives (‘Lederne’), The Think Tank DEA and Network of 
 Corporate Academies (NOCA) think box is not the only one with questions such as these when it comes to 
 working with global mindset as a strategy implementation driver. Management “first movers” in global 
 management consultancies (Thomas, Harburg & Dutra, 2007), bestselling business literature (e.g. Dweck & 


Culbert, 1996; Dweck, 2007), leadership blogs from Harvard Business Review and MIT Sloan Management 
 Review (Gallo, 2010; Lahiri, Perez-Nordtvedt & Renn, 2008; Goldsmith, Xu & Dhar, 2010) workshops and 
 seminars held by trendsetting management advisors, such as HRM guru Dave Ulrich within and outside 
 academia (Ulrich & Ulrich, 2010) testify to the interest in mindset. In the following section, some 
 approaches to working with development of global mindset capability are explored. 


Ability to calibrate and change individual and organizational mindset on an ongoing basis to fit the current 
 situation internally and externally is a key feature of modern international organization. As Drucker puts it: 


“Every organization has to prepare for the abandonment of everything it does.” (Drucker, 1992), but: It is 
 imaginable that organizations will come to discard ineffective interpretative frames in the long run, but the 
 difficulties in using history to discriminate intelligently among alternative paradigms are profound.” (Levitt 


& March, 1988, p. 324) But how are mindsets changed and created? Pourdehnah and his colleagues hold that 


“Unlearning is a challenge because the human tendency to preserve a particular view of the world is very 
 strong and the change to a new paradigm not only requires an ultimate act of learning but also of 


unlearning” (Pourdehnah, Warren, Wright & Mairano, 2006, p. 1). A central tenet in this respect is that the 
 existence of a mindset that facilitates strategy execution is not enough to secure strategy execution unless the 
 mindset is enacted and practiced in everyday leadership behavior (Penrose, 1959; Grant, 1991). In order to 
 move from ”espoused theory” to ”theory-in-use” (Argyris & Schön, 1974), employees must have the 
 opportunity to learn from (a different) experience (Senge, 1990; Pourdehnah, Warren, Wright & Mairano, 
 2006; Conner, 2006; Gardner, 2004). Possible avenues for proactively creating learning spaces conducive to 
 group mindset development, that supplement push from the external environment, may include, but are not 
 limited to, addressing job design, reporting lines, hierarchical structure, career paths and other structural 
 arrangements to enhance the opportunity to experience and capitalize on behavior consistent with global 
 mindset.  


Much of the existing literature on mindset examines a mindset that is already in place in an organization and 
explains successful performance with the presence of that particular mindset – how it all began is a different 
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story that is left untold. In comparison with mindset theory in general, the concept of global mindset is the 
 research stream that has come the furthest in terms of conceptualization and operationalization. As an 


example, Levy and his colleagues (2007), operate with mindset as an individual competence consisting of the 
 ability to cope with cognitive complexity combined with a cosmopolitan worldview. Javidan and Teagarden 
 have developed the Global Mindset Inventory, operationalizing global mindset as a combination of three 
 types of capital: Psychological, social and intellectual capital (Javidan & Teagarden, 2011; Javidan & 


Walker, 2013). Even if attempts at characterization of the constituent parts of mindset have been made, 
 (global) creation is predominantly handled as if organizations were clean slates to be imprinted (by 
 management) with new mental images, even if one has to presume that the organization already has a 
 mindset, whether it is articulated or not. One notable exception is Govindarajan & Gupta (2001, p. 124-140) 
 who have ventured into the otherwise black box of mindset creation (also see Walker & Javidan, 2013). 


Gupta and Govindarajan outline the following four focus areas, on which a company that wants to promote 
 the development of a global mindset can concentrate: 


• Cultivate curiosity about the world around us and generate commitment to learning more
 about how it works


• Articulation of the existing mindset (in both the individual and the organization)


• Build up knowledge about different cultures, markets and departments


• Create structure and conditions, in which to develop an integrated perspective that unites
 diverse knowledge of the cultures, markets and departments


3.8 “Global Mindset Capability” in Terms of both the Organization and the Individual 
 There is a shortage of global managers (Black, Morrison & Gregersen 1999), and global leadership 
 talent shortage is cited in a top 10 of challenges that CEOs see business facing today (Boston Consulting 
 Group, 2009). It is certainly fortunate, if the company already has at its disposal a pool of talented 
 leaders, who meet all these requirements. Meanwhile, for many companies it is very much a question of 
 creating global leadership expertise within their existing team of staff, who may or may not be natural 
 talents – or may or may not have competences conducive to their current global strategy execution 
 context. This is where the company can do a great deal to create framework conditions that support 
 development, maintenance and further development of global leadership competences, rather than 
 simply waiting for the perfect candidate to turn up. 


One can take note of Gupta and Govindarajan’ s advice concerning the development of global mindset 
 and put it into practice in many different ways, depending on the individual company's strategic 


objectives. At the organizational level, some general approaches and facilitators that take account of the 
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global leadership context as described here, include building up global mindset competence by: 


1. Foreign language proficiency: Demanding, and providing opportunities for learning languages.


This is perhaps not as appealing as a “global talent development program”. On the other hand,
 there is much to suggest that it works.


2. Common language: Thinking in common language-creating systems and practices: for
 example, if everyone is conversant with the same business process terminology, a corporate
 company language, corporate values discourse or management tools this common expression
 apparatus facilitates boundary-crossing communication.


3. Being alert to “local” development situations: Also working with diversity leadership within
 the same culture, so that interculturality in a global context is simply one more dimension, added
 whenever international tasks crop up. Designing leader jobs, so that the person that holds the job
 becomes conversant with the complexity: e.g. in a matrix structure, virtual teams, communities of
 practice.


4. Diversity requirements for staffing: Creating networks and constructing project teams
 across subject areas, cultures and levels of handling jobs in the company.


5. Short-term international assignments: Entrusting as many members of staff as possible with
 short-term international assignments.


6. Global career paths: Organizing career paths and leadership development activities, which
 automatically take staff around to the various corners of the organization. Guaranteeing
 acceptance of the need for staff mobility as part of the psychological contract with the member
 of staff, from the moment s/he is appointed, and subsequently in employee development
 dialogs and promotions.


7. Talent status and pipeline: Constructing databases of global talent, so there is an opportunity to
 identify and engage existing and future stock.


8. Objectives and assessment: Integrating global leadership competences in performance
 assessment systems.


9. Technological bridge building: Creating good conditions for distance leadership, including
 web technologies, teleconferences and, of course, acceptance of the fact that no virtual
 meeting can outperform a physical meeting.


10. Learning through competition: Attempting to absorb as much knowledge as possible
from the outside world, including cooperation with competitors, who are encountering
similar global leadership challenges.
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These ten points list generic approaches to creating space for international and global behavior and 
 actions based on a view that global mindset as an organizational capability or individual competence “is 
 unlikely to stick unless it is reinforced by organizational processes that foster decisions and behaviors 
 consistent with a global orientation.” (Pucik, 2006, p. 92). However, organizational processes and 
 structures facilitating and enabling global mindset behaviors are only one side of the story; the presence 
 of individual commitment and competence the other. Facilitating factors, which are particularly relevant 
 for the individual leader (or the organization that must recruit/further develop the leader, c.f. the list of 
 organizational facilitators above) in identifying, cultivating or further developing competences at the 
 individual level, are summarized in the following ten points: 


1. Complex leadership role: Has the candidate previously held a complex leadership role either
 locally or globally? (A local complex leadership role is a good starting point for a global


complex leadership role: for example, in matrix or project organizations, or in contexts in which
 distance leadership is called for.)


2. Network: Does the candidate have an extensive international network to draw on? And what
 role has the candidate played in this network, which is beneficial from a business perspective?


(Demonstrated ability to network and build social capital.)


3. Positive, global experience that has generated results: Has the candidate worked


(successfully) overseas? And have these overseas activities involved comprehensive contact
 with “locals”? (Successful integration and positive contact with another structure or another
 society provide a good basis for global activities.)


4. English: Is the candidate proficient in both spoken and written English? (The


establishment of relationships, building trust and conflict resolution require more than
 schoolbook English.)


5. Several foreign languages: Is the candidate proficient in any other foreign languages? (The
 acquisition of several foreign languages frequently indicates that the person is keen to
 establish international contacts and/or has international experience and curiosity.)


6. Self-awareness: Does the candidate possess knowledge of his/her own culture? And has he/she
 looked at that culture closely, and in a critical light? (Knowledge of one's own culture is a
 cornerstone in terms of becoming a “grounded cosmopolitan”.)


7. Personality: Does the candidate have a personality profile that equips him/her favorably in
 terms of global success? (For example, research emphasizes characteristics such as


curiosity, empathy, willingness to take risks, ability to inspire confidence, self-awareness,
 tolerance of uncertainty and willingness to change as particularly appropriate.)


8. Dealing with complexity: Is the candidate capable of dealing with a large degree of
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complexity? (A certain level of cognitive ability to handle complexity and 
 code-switching is necessary, if one is to begin to understand and deal with a high level of 
 complexity, which must be expected in a position of global leadership.)  


9. Family life: Is the applicant's family life geared to a position that involves a lot of traveling time
 and Skype conversations at odd times of the day? (So-called “dual career couple” issues are a
 reality for many families with two breadwinners and careers, and are acknowledged as one of the
 main reasons why overseas postings are unexpectedly interrupted. Even short-term postings
 overseas make extra demands on cooperation at home.)


10. Diversity on their home ground: Does the candidate live a diverse private life, or do his/her
 family,  friends,  neighbors  and  other  acquaintances  have  the  same  professional,  cultural,
 ethnic, socio-economic and political background as the candidate?


If no opportunity is provided for employing global competences (c.f. list of organizational facilitators), 
 they are not very beneficial. Even if there is plenty of room for the practice of global leadership, one makes 
 no progress, if the individual leader is not competent and motivated to use his/her qualifications (cf. list of 
 individual enablers). This is in keeping with the Ability-Motivation-Opportunity- framework (Boxall & 


Purcell, 2003, 2011; Appelbaum, Bailey, Berg & Kalleberg, 2000), suggesting that the level of 
performance, e.g. outcomes of actions and behavior of employees, depends on the mutual presence of 
employee ability, motivation and opportunity of which the last requires individual initiative to seize 
opportunities as well as supportive organizational structures.  
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