
		
			Advance Praise

			“Sylvia Ann Hewlett and Ripa Rashid deftly solve for the challenges of developing local talent to lead emerging market growth for multinationals. With survey data from eleven markets, their research sheds new light on what rising leaders need to know about projecting credibility at headquarters—and winning the sponsorship they’ll need to break into the executive suite. I particularly appreciate the ‘gender lens,’ as growing female executives is an imperative for healthcare and insurance multinationals intent on harnessing the power of the purse globally.”

			—Mark T. Bertolini, Chairman and CEO, 
Aetna Inc.

			“Growing Global Executives: The New Competencies includes useful research and insight to guide current and aspiring business leaders in today’s global economy. Sylvia Ann Hewlett and Ripa Rashid deconstruct the leadership challenges presented by cultural, generational, and gender differences, particularly for executives operating across borders, time zones, and distance. The authors provide sound advice on how to project credibility, build trust, communicate virtually, and develop talent across those differences in ways that will enable business success.”

			—Horacio D. Rozanski, President and CEO, 
Booz Allen Hamilton

			“Grooming leaders who can engender confidence in the boardroom while effectively motivating coworkers across cultures and time zones is a major challenge for every multinational corporation. Here, armed with telling data drawn from major developed—as well as developing—markets, the authors ably dissect the nuances of culture, gender, and communication, which together, comprise a delicate balance of superior corporate leadership in the twenty-first century.”

			—Gregory J. Fleming, President, Morgan Stanley Wealth Management and Morgan Stanley Investment Management

			“Sylvia Ann Hewlett and Ripa Rashid have written an insightful and thought-provoking guide on how to build effective, trusting, and mutually beneficial relationships within multinational corporations. Leaders who are committed to bridging the cultural divide will take away an actionable list of concrete steps they can take to increase their international reach. Enlivening robust data with stories from executives all over the world, Hewlett and Rashid make a clear and compelling case that inclusive leadership is good for business, both in terms of the bottom line and in encouraging worldwide employees to be more connected and innovative.”

			—John D. Finnegan, Chairman, President, and CEO, 
The Chubb Corporation

			“Yet again, Sylvia Ann Hewlett and the Center for Talent Innovation have shone light on a little-researched and even less understood area of global leadership: the effective characteristics of leadership in different countries and cultures. The variety revealed in ‘what works’ is both striking and invaluable as we adapt our businesses and leadership practices to succeed in a global marketplace. The study goes beyond the intuitive, offering impactful anecdotes and quantitative research that combine to powerful effect.”

			—Helena Morrissey, CBE, 
CEO, Newton Investments, and Founder, 30% Club

			“Grooming the next generation of talent worldwide to be inclusive leaders is no easy task, but Sylvia Ann Hewlett and Ripa Rashid know just how to go about it. An energetic and engaging read, Growing Global Executives offers a whole new approach to multinationals’ most critical talent challenge.”

			—Geri Thomas, President of Georgia Market and Global Diversity & Inclusion Executive, Bank of America Corporation
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			Foreword

			When I became Genpact’s chief executive officer in 2011, one of the first things I did was relocate our leadership to the countries where our clients were headquartered. We’d been operating from Gurgaon, India since our inception as a business unit of GE in 1998. But after we spun off in 2005, during the years that I was heading up sales and marketing, I realized that running a global services business was, for all practical purposes, serving our clients’ strategic needs. I didn’t need to be “at the factory;” I needed to be sitting in the markets. And if that was true for me, then it was true for my leaders.

			Today, with more than sixty-five thousand employees serving clients in twenty-five countries, we are a truly global corporation. Half of our leadership sits in key markets around the world, up from 23 percent merely four years ago. Seven of us live and work in the US, as 60 percent of our revenue derives from multinationals headquartered here. That’s a tremendous change given that four years ago we were considered an “Indian” company.

			In fact, our evolution is one of our calling cards: because we’re on this transformational journey, our clients look to us to guide their own. As international as they are, they look to us for new ideas on how to work globally. They’re contending with constraints on growth that prompt them to reconsider their own operating models. To become more nimble, more responsive to shifting market dynamics, they wonder: Should they, too, shift their centers of gravity? What might be the optimal global business model? And what competencies might that model demand of both its teams and its leaders?

			If we’re able to show them the way, then it’s because of our multicultural DNA. The company I joined in 1998 had a predominantly Indian workforce with leadership that grew up in India but whose culture was American. It bore the imprint of Jack Welch, whose books—particularly Control Your Destiny—had a profound impact on me (and, clearly, on my destiny). While known as a command-and-control leader, Jack was way ahead of the curve in terms of the culture he built, both at GE and its global subsidiaries. GE was one of the first American companies to enter growth markets with the intent of sourcing, developing, and empowering local talent; GE Capital recruited me, after all. And Jack was among the first to perceive the power of crowd-sourcing. He would get people into a room from ten different businesses who literally had no business talking to each other—an aircraft engine developer who had a PhD in materials science talking to an analyst who built risk models for credit cards—and by the end of the day, every one of those people would walk away having learned something. He called it “boundary-lessness,” but it’s what we recognize today as diversity of thought and perspective.

			Whether our differences are functional or cultural, Jack intuited that harnessing them was the key to sustaining innovation and solving thorny problems.

			Furthermore, Jack understood that building an innovative culture depended on people not just coming up with great ideas, but sharing them and copying them. He had no patience for leaders who suffered what he called NIH (“not invented here”) syndrome, people who stonewalled innovation because the idea behind it didn’t come from them or their team. So at GE Capital, if a leader hit upon an idea that wound up delivering value to the business, she’d be recognized, but if she took that idea and evangelized it across businesses so that every other leader copied it, she’d be rewarded. As a result, we had teams from different businesses who functioned as one team sharing a lot of best practices and learning from each other, boosting revenues for the firm overall. We drove that value hard; as CEO of our business, I drive it even harder, because being able to collaborate across business units serves us well as we seek to unlock value across cultures and time zones for our clients.

			One of the more valuable lessons I took from my early career was the notion that a great leader is a great learner, and that what makes someone a great learner is curiosity. We have always moved young leaders across businesses, across functions, and across experiences, confident that if they were hungry enough to learn, they’d acquire what they needed to know in order to succeed. This is what allowed me, in fact, to go from sales to risk management. I came in to interview for the marketing job and halfway through the interview was offered a risk job. During the interview, I was asked, “How can you accept a job that’s the opposite of what you came in for?” I said, “I am not here to interview for a job, I am here to interview for a career. I thought the entry point was marketing, but you’ve made clear the entry point is risk.” That was the first of many job changes I was offered within GE Capital until I landed in the role that put me in charge of our global services business, which gave me exposure to all of GE’s businesses and the diversity of its portfolio. One day I was working with aircraft engines, the next day with credit cards, then with leasing, and the fourth day with NBC. That cross-unit exposure, coupled with my own insatiable curiosity, is what ultimately prepared me to be a key leader at Genpact as an independent company in 2005 and to take it public in 2007.

			Genpact’s approach to global expansion isn’t dissimilar: we source talent locally for our delivery centers, and groom these men and women to assume leadership beyond their borders in a few years. When we set up operations in Hungary, China, and Mexico, for example, we recruited people who understood that space—the talent available, the local culture—and knew how to scale it and make it successful. Then I moved leaders who had proven capable of driving value in other places (namely India) to oversee the new operation, seed our best practices, and develop the people we recruited. Today, some of those recruits are running those delivery centers; others have moved out of their markets into bigger roles in the firm. It’s critical, I’ve learned, to grow leaders we identify in emerging markets by giving them platforms bigger than their markets, exposing them to people and leaders who operate in mature markets so they might learn from their experience and benefit from their sponsorship. We make a point, despite the cost, of rotating our leaders from small markets into bigger ones. From Romania, or from China, they pack their bags and move to India for a few months. That ensures, when they go back, that they have much better networks. You can’t insist that an emerging leader build a network when you haven’t provided the platform.

			This holds true at the highest levels of our firm: each of my market leaders, irrespective of the size of their markets, has equal standing in the firm and equal voice at my table. On the face of it, this doesn’t make sense: for us, the US market is three times the size of the European market. But I’ve learned that to grow our client base in places like Europe, Japan, and Australia, I’ve got to bring in big leaders who’ve established sizeable networks there, make them my direct reports, and give them the stature and attention they need to grow those markets.

			Our journey, with regard to growing our pipeline of global executives, is far from over. We are not as diverse as we should be, nor as I would like us to be. We have enough programs to provide women in emerging markets the ladder they need to grow into senior leader positions: 70 percent of my Chinese leadership team are women, as are 60 percent to 70 percent of my eastern European leadership team. The US and India, however, are proving more difficult. The next frontier for us is making sure more of our highly qualified women in these markets get the platform, the visibility, and the sponsorship they need to grow beyond mid-senior levels.

			Yet in terms of our evolution to a truly global company—one that is poised to identify and act upon market opportunities—I think we have journeyed far. I don’t know what the world will look like in five years; I’m confident no CEO does. How, then, do I run the ship? I need to create nimbleness and agility, so that I can turn this ship on a dime in a nanosecond. Then, so I know in which direction to turn it, I am going to need an antenna, one that picks up signals one second before my competitors’ antennae. That’s all I need. And looking at Genpact today, I think we’ve got it: the culture we’ve built ensures our agility, and with our leaders sitting next to our clients, we have a finger directly on the pulse of the markets we serve. That’s the combination that I think will prove most successful—not only for us, but for global organizations of the future.

			—“Tiger” Tyagarajan 
Chief Executive Officer and President
 Genpact
August 2015

		

	
		
			Introduction

			In the wake of the earthquake that devastated Haiti in 2010, the American Red Cross collected $488 billion in aid worldwide—the largest outpouring of donations in its history. Its chief executive, Gail McGovern, unveiled plans to develop brand new communities as well as rebuild old ones; in the neighborhood of Campeche, the Red Cross pledged to build some seven hundred homes that would provide residents with basic sanitation, running water, and electricity.1

			To date, as revealed by ProPublica and NPR in a joint investigation of the charity, none of the communities have taken shape. Campeche remains a garbage-strewn slum of rusted sheet-metal shacks. And of the one hundred thirty thousand homes the Red Cross claims to have built island-wide, only six can be documented.2 Managed from the US, with staff on the ground consisting largely of Americans, the Red Cross’ housing campaign foundered for lack of expertise, language skills, and experience in cutting through the red tape around land access. The $24 million Campeche strategy will be scuttled when the organization withdraws from Haiti in 2016.3

			The squandering of $170 million in infrastructure capital, not to mention nearly half a billion in relief funding, underscores the single largest growth constraint on international organizations in the private as well as public sector: an anemic pipeline of locally sourced leaders. Emerging markets in the South and East stand poised to take center stage in the global economy within the next ten years, a shift that is expected to increase not just market potential, but also market competition.4 To be effective in these growth hubs, multinational corporatons (MNCs) need local leaders to help them navigate the red tape of local government and the labyrinth of local business channels.5 To wield a competitive edge for years to come, MNCs need talent with local market intelligence, men and women who can identify unmet needs because they’ve experienced them firsthand, and who can innovate solutions appropriate to meet them because they’re intimately acquainted with local customs, preferences, and living conditions.6

			Indeed, to foresee challenges or nimbly respond to crises, MNCs need lieutenants on the front lines who are empowered to act on their local intelligence. The Red Cross had very few. Leadership roles went to expats, whose compensation cost the organization three times what hiring a local would have cost. Given the security situation, separation from family, and the demanding nature of the work, turnover among the expats was high, creating chronic vacancies that added to the organization’s paralysis on the ground. As one staffer observed, “Everything would take four times as long because it would be micromanaged from DC, and they had no development experience.”7

			MNCs are well aware that the expatriate management model is ill-suited to growing their footprint and market share—not to mention stupendously expensive. Even before the global financial crisis of 2008, they were scaling back on the recruitment and deployment of this talent brigade, replacing them with local nationals, third-country nationals (executives who are neither nationals of the host country nor the country in which their MNC is headquartered), and returning nationals. According to a survey conducted by the Association of Executive Search Consultants of hiring activities in China, India, Brazil, the Middle East, and Russia, only 12 percent of senior executives in those markets were expats in 2008, compared with 56 percent in 1998.8 The decline of the expat has steepened in recent years—because companies now have to make social insurance contributions on behalf of their foreign workers, making hiring them prohibitively expensive.9 Little wonder that 76 percent of senior executives polled by the UN said their organizations should invest in developing global leadership capabilities in emerging markets.10

			Multinational organizations that managed to get out in front of this talent trend—that developed local talent into leaders with strategic decision-making capability—have realized dramatic results in terms of local market penetration. General Electric (GE) was one of them. Up until 2001, GE abided by conventional wisdom: R&D was centralized at headquarters in the US, and innovation for the developing world consisted largely of simplifying a product that had been successful in the West in order to sell it at a lower price point. The resulting “innovation” was often entirely inappropriate for the markets the company hoped to capture. For example, GE’s cheaper, emerging-market version of the surgical C-arm—a heavy, high-cost imaging machine designed for use in hospital settings—fell flat in India, where the majority of healthcare is dispensed in rural clinics.11 But Omar Ishrak, a Bangladeshi who became CEO of GE Healthcare’s clinical systems unit in 2005, took a different approach: he empowered teams at the local level to innovate products attuned to the needs of clinicians operating on foot in remote areas where electricity couldn’t be relied upon, serving patients who could not afford to travel to city centers.12 The result: GE’s wildly successful low-cost Electrocardiogram (ECG) MAC 400, a handheld, battery-operated heart monitoring device that sent readings by cellphone. Developed specifically for the Indian market by a team of India-based engineers and designers, it demonstrated the competitive edge bestowed on MNCs that decentralized operations to make their subsidiaries in growth hubs more autonomous.13

			Yet even in the burgeoning tech sector, international firms have not readily decommissioned the mother ship. GE’s headquarters continues to entrust execution, but not decision-making, to satellites in the developing world.14 MNCs based in the US and UK in particular struggle to develop and promote talent in the South and East beyond the director level.15 They also struggle to deploy and incentivize homegrown talent to win business and satisfy clients abroad.16

			Committed to diversifying their leadership pipeline, they have invested billions ($14 billion in the US alone)17 in cultural competency training, multicultural leadership development, ex-pat executive coaching, and cultural navigation tools. Tools such as the ITAP International’s Culture in the Workplace Questionnaire™18 and Aperian Global’s GlobeSmart® Teaming Assessment and Global Teams Online® e-training tool19 (among numerous others20) have been developed on the basis of decades of research, including Geert Hofsted’s groundbreaking theory of “bilateral leadership,” the ten-year GLOBE study of sixty-two cultures, Richard Lewis’ When Cultures Collide, and Erin Meyer’s excellent The Culture Map, as well as more recent contributions to the field, such as Ernest Gundling’s Working Globesmart.21

			But these leadership development strategies ultimately fall short of growing locals into global executives because they fail to move candidates beyond understanding cultural differences to acting on them.22 Local talent still lacks credibility with senior management at headquarters; expats still lack the culturally appropriate behaviors to create the partnerships and pathways necessary to driving value in the footprint; and senior managers continue to see and sponsor the people who surround them at headquarters, ensuring that the upper echelons of leadership resist diversification from abroad.23 Distance and difference remain chasms for companies whose competitive success depends on bridging them.

			Virtual communication platforms have indisputably helped bridge these divides. Recognizing the imperative of integrating information flow across a wide range of digital platforms and devices, and of growing innovative, responsive, and flexible global networks,24 MNCs have been quick to prioritize investment in hardware, software, and training to facilitate virtual collaboration and knowledge sharing instead of other kinds of corporate development. A 2012 IBM study revealed that 71 percent of global CEOs see technology as the most critical factor in maintaining market competitiveness.25 Towers Watson found that upward of 61 percent of MNCs plan to integrate mobile technology into existing systems.26

			Yet even as technology eases communication and maximizes efficiencies, it introduces misunderstandings and productivity constraints. Corporate leaders must not only demonstrate high-level expertise in an ever-expanding array of complex digital technologies, but also project authority and unlock value in this virtual environment,27 a challenge compounded by variances in quality and consistency due to inadequate infrastructure in the developing world.28 Technological savvy, skillfulness in cross-cultural virtual team management, adroit use of mobile technology and social media, and better allocation of precious in-person time are critical to the success of global virtual team leaders, but guidance is scant and, as a result, success is mixed.29

			What will it take to move more local talent into global leadership roles? How can MNCs unlock the innovative potential of local teams? What should be the focus of leadership development?

			With this study, we answer these crucial questions. Drawing on an eleven-market quantitative sample (Brazil, China, Hong Kong, Japan, India, Russia, Singapore, South Africa, Turkey, the UK, and the US), interviews with forty-eight global executives, and focus groups with over fifty global team players, we find that emerging global leaders are in want of two core competencies: the ability to modify their leadership presence in order to project credibility to superiors at headquarters as well as to stakeholders worldwide, and the ability to unlock value from globally dispersed and culturally diverse teams through inclusive leadership. Overlooked by MNCs and business research organizations alike, these cutting-edge leadership competencies build on pioneering research of the Center for Talent Innovation (CTI), which shows how developing executive presence and inclusive leadership are the keys to growing executive potential in multicultural talent in US corporations.30 On the global stage, we find these core competencies depend, respectively, on mastery of virtual communication, which enables emerging leaders to project credibility and leadership presence even when far from headquarters; and on sponsorship, which, as exclusive CTI research has demonstrated, generates high-level visibility for emerging leaders both as rising stars and as a developers of team talent.31

			MNCs are grappling with a bewildering array of management issues today: the increasing economic clout of emerging markets, heightened competition for local talent, and an unprecedented dependence on virtual leadership have all contributed to sluggish revenues, uninspired business solutions, and stagnant talent pools. Yet these problems have a common solution: the innovative potential of emerging global leaders, gleaned from the ranks of the very MNCs facing these challenges. By tapping into this vastly underutilized resource, MNCs will not only jettison outmoded models of corporate leadership and gain a pipeline of diverse, innovative, and culturally savvy executives; they will also cement their competitive position in the world’s fastest-growing marketplaces.

		

OEBPS/image/Center_master_logo_BW.png
CENTER
FOR TALENT
INNOVATION





OEBPS/font/Calibri.ttf


OEBPS/image/v.png
GROWING
GLOBAL

EXECUTIVES

THE NEW COMPETENCIES





OEBPS/font/MinionPro-Regular.otf


OEBPS/font/MinionPro-BoldCn.otf


OEBPS/font/MinionPro-BoldIt.otf


OEBPS/font/Calibri-Italic.ttf


OEBPS/image/vii.png
GROWING
GLOBAL

EXECUTIVES

THE NEW COMPETENCIES

FOREWORD BY “TIGER” TYAGARAJAN

SYLVIA ANN HEWLETT
RIPA RASHID





OEBPS/font/MinionPro-Bold.ttf


OEBPS/font/MinionPro-It.ttf


