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                                                                                        PART III: EMPIRICAL ANALYSIS OF GLOBAL MINDSET

                                                                                                Chapter 5: Strategic Global Mindset – the Solar ‘Group Mindset’ Case

                                                                5.5 Minded for ‘Group Mindset’?

                                
                    It forms part of the Solarian self-perception as formulated in connection with an employer branding 


workshop in August 2011 that Solarians may take a while to decide on action, but when they do, they go all 
 in. At the same time, Solarians are portrayed as results and action people thinking more in terms of ‘go’ than 


‘grow’ (Field note). So, how ready are Solarians to go all in on mindset? 


In a questionnaire on group mindset to the Solar top management team handed out at a workshop in May 
 2011, the Solar Management Team (SMT) unanimously assess general organizational willingness to change 
 towards working with more ‘group mindset’ as medium to high. Some concerns are voiced in a section of the 
 questionnaire with open-ended questions. Several are concerned that group mindset readiness may be 


ideational, and that execution remains to be seen, summed up by the following questionnaire entry: ”Ready 
in theory, but maybe not in practice?” Others pose larger question marks concerning that  ”people are not 
open-minded, they are too closed” and it is also underlined that pointing out the “what’s in it for me?” and 
the “so what” of ‘group mindset’ is important: “The Solarians are ready, but they need some practical 
success stories.” A Solar Management Team take on the state of group mindset in 2011 expressed in a 
mini-survey on ‘group mindset’ reveals that there is a diversity of opinions on ‘group mindset’ state-of-the art, 
ranging from ‘Danish’ to ‘Cross-country’ and from ‘Integration’ to ‘Us vs. them’, as illustrated in the below 
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overview of questionnaire entries on characterization of current Solar ‘group mindset’: 


Figure 5.9: A Solar Management team take on the May 2011 state of ‘group mindset.’ Source: Author.  


As can be seen, the Solar Management Team’s collective portrait of ‘group mindset’ is no homogeneous 
 monolith – rather, the Solar Management Teams draw a collage of both strongholds vis-à-vis ‘group 
 mindset’ such as ‘integration’, ‘opening-up’ and ‘common goals’ while simultaneously stressing 


‘frustration’, ‘local’ and ‘Danish.’ 


So, even within Solar Management Team ranks, an air of change and flux can be detected which was 
supported by the outcome in a Group HR workshop on ‘group mindset’ carried out in February 2012, with 
participants from corporate HR as well as local subsidiary HR representatives. In this forum, the current state 
of ‘group mindset’ was seen as characterized by ‘fragmentation’, ‘frustration’, ‘undergoing change’, ‘in the 
process of opening up’ and ‘change fatigue’ (Comments from HR-group workshop, February 2012). The 
Group HR characterization of ‘group mindset’ in Solar supplements the Solar Management Team portrait in 
the following way unexpectedly focusing on the change readiness and nature of the human resources in 
Solar:  
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Figure 5.10: Solar Group HR characterization of 2011 state of ‘group mindset.’ Source: Author.  


Apart from further emphasizing local, Danish mindset and silo-thinking, Group HR stress that the highly 
 decentralized business model prevalent in the past has fostered an organization with a leadership style 
 preference of action-orientation, local entrepreneurship and ‘fast forward.’ This, as Group HR discussed in 
 the ‘group mindset’ workshop, may not be conducive to coordination, lateral process thinking and slower 
 decision-making processes which they see as necessary facilitators of development and enactment of ‘group 
 mindset.’  


The overall Group HR evaluation of the state of ‘group mindset’ as one of fragmentation and change in turn 
 mirrors the outcome of a cross-country workshop with business and HR representatives on Solar employer 
 branding in August 2011, emphasizing that internal fragmentation and change as characteristics of Solar 
 alongside with the challenge of aspiring to embrace multi- and cross-cultural working, while at the same time 
 being firmly rooted in a past of family-ownership and traditional West-Danish (‘Jutlandish’) outlook.  But 
 where does the expressed state of confusion and fragmentation stem from? Awareness of the faultlines and 
 subgroupings in the company can be seen as a precondition for faultline crossing and reconciliation – a 
 theme which was also discussed at a Group HR workshop on ‘group mindset’ carried out in February 2012. 


Participants from corporate HR as well as local subsidiary HR representatives pointed to the following 
faultlines as relevant for ‘group mindset’ development and enactment: 
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Figure 5.10: Group and ‘not-so group’ mindset in Solar: Organizational faultlines. Group HR workshop 2012. Source: Author. 


As can be seen from the figure above a lot of different faultlines are present in the Solar group, mirroring 
both professional/functional faultlines, project vs. temporary employees, hierarchical affiliation, managerial 
level, subsidiary vs. HQ as well as different product lines and business backgrounds (acquired vs. home 
grown). This overview highlights the fact that markets, development paths and positions vis-à-vis business 
strategy varies markedly within the Solar group. An illustrative summary of the different organizational 
faultlines can be made by recounting some recurring narratives that the author consistently stumbled across 
during participant observation at the Group Leadership Programme (module 3) in the spring of 2011 both in 
the international, English language classes as well as local language classes: First of all it is characteristic to 
talk about Solar as a ‘she’ in much the same manner as you would refer to a ship -  a trait that stands out due 
to the fact that a majority of Solar employees generally as well as managers in particular are male. But Solar 
is a female of many faces: In Denmark, among both corporate and subsidiary representatives (many of whom 
have high seniority), Solar is referred to as “a fine old lady”, a remark that mirrors Solar Denmark’s 
soon-to-be 100th anniversary and a remark made by the current CEO’s predecessor’s wife when her husband left the 
company to go into retirement after 50 years of service in 2006 encouraging Solarians to ‘take good care of 
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the old lady.’ In Sweden on the other hand, where Solar is much more recently established (2005), managers 
 recall how they were asked to describe their company as a person in connection with the so-called ‘Value 
 Days’ in 2008, a company-wide bottom-up process to define company values (see section on organizational 
 culture below). The Swedish response to that challenge was to describe Solar as a 40-year old woman 


‘maturely peaking in charisma, power and energy’, as one manager put it. In Germany, however, where 
 business has been established even more recently and where the market is characterized by a high degree of 
 fragmentation, managers portray their business challenges as those of a very young woman trying to stand on 
 her own two feet and find her place in life. So, Solar is an ‘I’m every woman’-company where many 


faultlines crisscross and open up upon closer inspection. In this respect, business age and market maturity 
 seem of particular importance to the Solarians, who may think of their company as a fine old lady in the 
 home country Denmark, but more of an adolescent in international dealings.  


However, the state of ‘group mindset’ as assessed by the Solar Management Team and Group HR also 
 mirrors the fact that there has been no concrete implementation plan at the time of the presentation of ‘group 
 mindset’ to the organization. Indeed, the Solar Management Team-formulated ‘group mindset’ principles 
 were never used in the communication of this new leadership style even if the term ‘group mindset’ has been 
 actively used in Solar Management Team communication. Although the concept of ‘group mindset’ was and 
 is discussed at the mandatory Group Leadership Programme, an internal leadership development program in 
 three modules, during the entire research project period, the concept is discussed in an open-ended, 


brainstorm-manner, where free association over the concept is encouraged and sought after, rather than 
 presenting a fixed Solar Management Team interpretation. As an example, the following key words were 
 mentioned by the most recent participants in the Group Leadership Programme in the autumn of 2013, newly 
 appointed or recruited managers entering into Solar during 2012 or beginning of 2013, when asked “What is 


‘group mindset’?”: 


Figure 5.11: Newly appointed managers brainstorming on Solarian ‘group mindset’. Participant observation, Group Leadership 
Programme/Module 1 (‘Communicator’), Copenhagen, October 29, 2013. Source: Author.  
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As can be seen, the outcome of the plenary debate on ‘group mindset’ certainly mirrors the Solar 
 Management Team formulation of ‘group mindset’ principles even if no direct effort has been made to 
 communicate a particular interpretation. Nevertheless, an essential part is missing, namely the dimension of 
 capitalizing on differences and local perspectives. As could be expected, the general knowledge in group 
 mindset a year after the coining and activation of the term in connection with the 2011 strategy kick-off in 
 Hamburg, remains rather low outside Solar Management Team ranks. In a question on ‘group mindset’ 


extraordinarily added to the 2012 version of the existing Solar organizational performance survey, internally 
 known as the ‘Navigator survey11’, managerial respondents at operational level display a low degree of  


‘group mindset’ knowledge. Within the group that knows the concept of ‘group mindset’ it is questionable 
 how exactly the individual respondent interprets the concept. As one interview participant comments with 
 regards to ‘group mindset’ in an interview on international collaboration in Solar: “The concept rings a bell, 
 but I must admit that I have no idea what it really means and I have not been able to find any information 
 about it on the group portal.” (Interview 11), and another interview participant follows up stating that “I 
 know the group mindset, or, just as a phrase.” (Interview 19). Middle managers that have been employed 
 after the 2011 Strategy Kick-off under the headline of ‘group mindset’ also seem somewhat at a loss with 
 regards to the concept as exemplified by an interview respondent being asked if he has heard about ‘group 
 mindset’ answering that: “Well… I have only come to work for Solar one year ago, so…” (Interview 8). 


Further, the concept of ’group mindset’ was formulated in separation from the existing corporate values in 
 Solar. The corporate values were formulated in 2008 as a result of an organization-wide process, the 
 so-called ‘Value Days’, where managers and employees from all parts of Solar were charged with the task of 
 formulating and operationalizing corporate values for the entire group. The result of the ‘Value Days’ was 
 the definition of three core values: Courage, Glow and SmartFun defined as depicted in the illustration 
 below: 


      


11 The Navigator-survey is a localized Solar-version of a standardized performance survey questionnaire offered by an external 
provider, TNS Sifo, and has been conducted in 2007, 2009, 2010 and 2012. The questionnaire does not specifically cover themes of 
international collaboration, management or governance in general or include questions specifically focusing on ‘group mindset’ in 
particular except for the 2012 survey, where room was made for one question regarding ‘group mindset’. It has not yet been decided 
if and how ‘group mindset’ is to be evaluated through this channel in the next Navigator survey coming up in late 2014.  
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Figure 5.12: Solar corporate values. Source: Solar Corporate HR.  


Although both group values and ’group mindset’ may feature in the same corporate PowerPoint presentation, 
no formal or public deliberations seem to have been made with regard to the way in which the Solar group 
values and ’group mindset’ combine or not, which can be illustrated in the below matrix juxtaposing group 
values with ‘group mindset’: 
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  Group mindset 


Group 
 values


Group mindset 
 dimension #1: 


Knowledge sharing 
 and dissemination of 
 best practice 


Group mindset 
 dimension # 2: 


Group standardization 
 and integration 


Group mindset 
 dimension # 3: 


Capitalization on local 
 specificities through 
 differentiation and 
 localization 


Group value #1: 


Glow 


Group value #2: 


Courage 
 Group value #3: 


SmartFun 


Figure 5.13: Group mindset and group values – how do they combine? Source: Author. 


What does it mean, for instance, to display ‘courageous group standardization and integration’? How to 


‘capitalize on local specificities with glow’? Or in which way can ‘knowledge sharing and dissemination of 
best practice be approached with glow’? The answers to these questions have not been discussed – a 
discussion that seems timely in as much as the Navigator survey clearly testifies to the fact that the Solar 
group values are widely recognized (if not interpreted similarly). Although it is unknown to what extent 
Solar group values in practice act as guidelines for action, combining the group values and group mindset is 
an avenue for developing ‘group mindset’ not yet leveraged in Solar. Perhaps ‘group mindset’ generally 
could be considered SmartFun? 
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