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A global manager is set apart by more than

a worn suitcase and a dog-eared passport.

Five top executives describe what global

leadership takes and how they look for it.

executives, there’s no definitive answer to the ques-

tion of what, exactly, we mean by “global.” A presence
in multiple countries? Cultural adaptability? A multilin-
gual executive team? We asked four CEOs and the head
of an international recruiting agency - all leaders of com-
panies that would by any definition be characterized as
global - to contribute their thoughts.

They found some common ground. All agreed, for ex-
ample, that the shift from a local to a global marketplace
is irreversible and gaining momentum. And most felt that
personal attention from senior management was a critical
factor in developing global capabilities. But they differed
in other respects—on issues such as the importance of over-
seas assignments and the degree to which businesspeople
need to adhere to local cultural norms. Their essays, which
follow, capture a range of ideas that are as diverse and
multidimensional as the companies they run.

F OR ALL THE TALK ABOUT global organizations and
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Stephen Green
ficeamr e e el

Group CEO, HSBC

When I joined HSBC in 1982, it was es-
sentially an Asian company, although it
did own 51% of Marine Midland Bank in
New York. We had around 30,000 em-
ployees at that time, mostly English and
Cantonese speakers. Today’s HSBC is a
very different organization, employing
some 215,000 people across the globe.
Of the United Nations’ six official lan-
guages, our employees are very well rep-
resented in all but one.

We expanded mostly by means of ac-
quisition, starting with the Midland
Bank in the UK-a deal that doubled the
size of HSBC, gave us a European pres-
ence, and broadened our range of ser-
vices. Later, we also bought CCF in
France. Outside Europe, our acquisitions
included Bamerindus in Brazil, Grupo
Financiero Bital in Mexico, and, this
year, Household Finance in the United
States. Today, our assets are evenly dis-
tributed between Europe, Asia, and the
Americas. We are unusual among the
world’s largest banks in that signifi-
cantly less than half our profits come

broadens the mind. And if travel alone
does that, just think how much more
you get from living and working in dif-
ferent countries.

Most of our recruits are recent uni-
versity graduates. We tend not to go out
of our way to look for MBAs or people
in their thirties. In fact, I think it’s a mis-
take for companies to have too much of
their top talent join their organizations
in mid-career. (Though I should admit
that I was a mid-career recruit myself!)
Our recruitment process is sophisti-
cated, involving a complex process of
tests, interviews, and exercises. We don't
look so much at what or where people
have studied but rather at their drive,
initiative, cultural sensitivity, and readi-
ness to see the world as their oyster.
Whether they’ve studied classics, eco-
nomics, history, or languages is irrele-
vant. What matter are the skills and
qualities necessary to be good, well-
rounded executives in a highly interna-
tional institution operating in a diverse
set of communities.

In fact, HSBC has long been famous
for its cadre of global executives, for-
merly known as international officers.

Stephen Green

from any one jurisdiction. Even
the largest banks typically have
three-quarters or more of their
profits coming from one home
base. In 2002, no single jurisdic-
tion accounted for more than 40%
of our profits.

Despite the enormous changes
in its demographics and business,
HSBC has retained a remarkably
consistent corporate identity. That’s
largely because of the way we develop
our senior management team. No one
gets to the top at HSBC without having
worked in more than one market. If you
look at the executives currently run-
ning the company’s largest businesses,
all of them have worked in more than
one, and nearly all in more than two,
major country markets. We strongly
believe, as many others do, that travel
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“We don’t look so much at
what or where people have
studied but rather at their drive,
initiative, cultural sensitivity,
and readiness to see the world

as their oyster”

We now call them international man-
agers, which sounds less militaristic.
They are hired with the expectation that
they will spend their entire careers with
the institution and also be very mobile.
But we don’t limit our international de-
velopment to these managers. HSBC
will give any promising executive who
expresses an interest in gaining inter-
national exposure the opportunity to

work overseas. Take the chief operating
officer of our UK business. He’s a Welsh-
man in his early fifties. Until about five
years ago, he had never worked outside
the United Kingdom —for his entire ca-
reer, he had been a UK-based executive
at the former Midland Bank. One day,
he put his hand up and said,“I’'m willing
to go overseas,” and so we made him
country manager for India. He spent
three years there and took to it like a
duck to water, later becoming country
manager for Malaysia, one of our biggest
Southeast Asian businesses, before tak-
ing up his current job.

Twenty years ago, most of our top re-
cruits came from British schools and
universities, and today's top team re-
flects that bias. But we now have many
able non-British managers in our ranks
due to recent acquisitions. Today, we re-
cruit at 68 universities worldwide, this
year hiring people from 38 different
countries, so that our team of the future
will be much more representative of our
geographic spread of businesses.

Because of our recruitment and devel-
opment practices, many of our people
have worked in multiple countries —
some emerging, some developed — and
in different sorts of businesses, from re-
tail and wholesale to banking and in-
surance, These global employees act as
a kind of organizational glue for the
company.

The fact that they have all had those
experiences also means that many of
them have a great deal in common. A
British manager with international ex-
perience will tend to identify more with
a Japanese manager with international
experience than he will with another
manager who has worked in only her
home country. But that doesn't mean
that we're trying to develop identikit
managers. Far from it. If, for example,
my French colleagues lost their French-
ness or my Brazilian colleagues lost
their Brazilian-ness, life would be a lot
duller, and HSBC would be a lot less
profitable. We prize our diversity. That’s
all part of the richness and fun of
working together, and it’s what makes
us so creative and responsive to our
clients’ needs.
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Fred Hassan
Qi R ey b e

Chairman and CEO,
Schering-Plough

In the 1960s and 1970s, conventional
wisdom held that the way to create a
global culture was to move employees
around and place them in multiple cul-
tures. But that system often didn’t work
very well; putting people in foreign set-
tings doesn't automatically imbue new
attitudes, and it is attitudes rather than
experiences that make a culture global.
Recruiting people with the “right” edu-
cation or with foreign language skills
doesn’t guarantee that people have the
right attitude either. I've met many peo-
ple who speak three or four languages
yet still have a very narrow view of the
world. At the same time, I've come across
people who speak only English but have
a real passion and curiosity about the
world and who are very effective in dif-
ferent cultures.

Having a global attitude is not the
same as being able to imitate local
styles. It's just as important for manag-
ers to be themselves. I spent 17 years
working for a Swiss company as a U.S.
resident. In the 1970s, it was considered
forward in Switzerland to address peo-
ple by their first names. But while I
would address my superiors using their
last names, with my peers and subordi-
nates I followed the U.S. standard of
using first names. People were okay with
this because they knew [ was not being
false. Being yourself while also showing
interest and openness is at the heart of
a global attitude.

In the research-based pharmaceu-
ticals industry, employees must have
global attitudes if their companies are
to survive. And in my new role leading
Schering-Plough, I will focus on build-
ing those attitudes. Our industry is prod-
uct driven. We have long lead times—it
can take five to 15 years for a new prod-
uct to be born. Individual product bets
are into hundreds of millions, if not bil-
lions, of dellars. Once you've got an idea
that’s been turned into a product, you
need to pay back the high cost of R&D,
so you need to sell it around the world.
Good ideas can come from anywhere,
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and good products can be sold any-
where. The more places you are, the
more ideas you will get. And the more
ideas you get, the more places you can
sell them and the more competitive you
will be. Managing in many places re-
quires a willingness to accept good ideas
no matter where they come from -
which means having a global attitude.
Creating a global attitude was at the
heart of the turnaround 1 led as CEO of
Pharmacia & Upjohn. When I joined
the company in 1997, it had just gone
through the very difficult merger of
the U.S-based Upjohn and the Swe-
den-based Pharmacia. It was difficult
largely because of the serious dis-
connect between the two corporate
cultures — not at all unusual when

agement. After the changes, Zyvox was
approved and was rolled out in just 12
months in all three major drug markets.
In the past at that company, you would
have seen very little interest abroad, and
even introducing it in one market would
have taken years.

My experience with that change pro-
cess convinced me that identifying and
developing people with global attitudes
requires personal involvement from the

“The CEO has to see himself
as the chief developer

of talent, no matter how

large the company.”

Fred Hassan

you bring together two large compa-
nies, especially if they're based in dif
ferent countries. The cultural differences
seriously undermined the newly merged
company’s ability to exploit its winning
products. Our research labs in Kalama-
z00, for example, had developed an ex-
cellent new antibiotic called Zyvox. But
the drug was being ignored by many
country managers in Europe because
they lacked confidence in Kalamazoo’s
ability to do research.

We went through a big change pro-
cess at Pharmacia & Upjohn to end that
kind of thinking. We established new
performance expectations that mea-
sured how well our employees demon-
strated open-minded behaviors, includ-
ing shared accountability, transparency,
and collaboration across geographies.
We called this behavior-based manage-
ment and made it central to perfor-
mance evaluation.

I invited executives to reflect on these
new expectations and to decide whether
they were on board. In the end, 12 of
the top 20 executives were moved out
of their positions. The others stayed on,
and the team became very productive
because its members all shared a strong
commitment to behavior-based man-

top. The CEO has to see himself as the
chief developer of talent, no matter how
large the company. In 2000, we merged
Pharmacia & Upjohn with Monsanto to
create Pharmacia Corporation, a com-
pany with about 43,000 employees
worldwide. I made it my business to
know that large organization’s top 200
managers personally -1 don't mean the
top 200 according to hierarchy, but ac-
cording to their potential and the de-
gree to which they contributed to the
company’s goals. Some of these people
were quite junior, but 1 tried to know
who they were, what their strengths and
weaknesses were, and I looked at their
performance evaluations. In my last six
months there, 1 had one-on-one meet-
ings with approximately half of these
people.

I also like to be on the front lines to
observe how people are working. When
1 g0 to a sales meeting, | don’t sit with
the brass from headquarters; I sit with
sales reps. In 2000, 1 went to the Amer-
ican Society of Clinical Oncology meet-
ing, the biggest oncology convention in
the world. Typically only sales and mar-
keting people attend; I was the only“big
pharma” CEO there. All of this contact
is time-consuming, but it allows me to
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keep my ear to the ground, to overcome
any hierarchical barriers.

Avon’s Andrea Jung takes the same
kind of personal approach to identifying
and nurturing global talent. She keeps
a close eye on high-potential managers
even though they may be two or three
or four levels below her, and she goes
over the list at a private dinner once a
year with the board. Her management
team is graded not only on how it selects
new managers but also on what it does
to develop them as contributors to the
global community. She’s created a very
powerful, very effective business culture
in a truly global company, which has
much of its sales outside North Amer-
ica. In the past, Avon was very decen-
tralized and had many different cultures
in different countries. But Andrea was
able to strike a balance such that coun-
try managers are now very strong and
very well plugged in to the local envi-
ronment but also responsible for pass-
ing on best practices to their colleagues
in other locations.

That'’s the essence of a global culture.
The country is still important, and the
local country manager is in charge and
accountable, but he or she is part of a
global network and feels a sense of be-
longing. I once met with some of Phar-
macia’s local sales reps in a remote town
in China. I mentioned that we were
rolling out a new stock option program
to our sales representatives around the
world, and I saw their eyes immediately
light up. It wasn’t the money or the
stock that mattered to them as much as
the knowledge that they were receiv-
ing some of the same incentives as our
U.S.reps.

Jeffrey Immelt
R e e R S R

Chairman and CEO,
General Electric

A good global company does three
things. It’s a global sales company —
meaning it's number one with custom-
ers all over the world, whether in
Chicago or Paris or Tokyo. It’s a global
products company, with technologies,
factories, and products made for the
world, not just for a single region. And
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most important, it's a global people
company — a company that keeps get-
ting better by capturing global markets
and brains.

How do you make all these things
happen?

First, human resources has to be more
than a department. GE recognized early
on-50 or 60 years ago—that in a multi-
business company, the common de-
nominators are people and culture.
From an employee’s first day at GE, she

Second, we devote a lot of time and
energy to building up personal net-
works. This is a big company in a big
world. You can’t be a lone ranger and
also be a global manager. We spend
$1 billion on training, which has the
most important benefit of connecting
people across the company. We also
move people around a lot, for the same
reason. When I meet someone, | don’t
quiz him to see if he can do the job; I ex-
pect that. I don’t look for smoothness.

Jeffrey Immelt

discovers that she’s in the people-
development business as much
as anything else. You'll find that
most good companies have the
same basic HR processes that we
have, but they’re discrete. HR at
GE is not an agenda item; it is the
agenda.

We run the company so that
300,000 people feel the chairman
might enter their world at any time.
I spend roughly 40% of my time on peo-
ple issues; so do our other top leaders.
I teach at the Learning Center in Croton-
ville three or four times a month. In the
course of a year, I will review, in detail,
five or six thousand internal résumés
through a process we call Session C.
During that session, I'm not locked in a
room with executives; I'll see 300 peo-
ple. And 1 like to spend time in the field
with sales reps who've been identified as
having high potential. A swing through
Europe is filled with employee meet-
ings—some hard-nosed business reviews,
some big customer meetings with sales
reps, and some meetings with factory
teams. | try to reach down into the or-
ganization very hard, all the time. When
I meet people who especially impress
me, right away I call our HR director
Bill Conaty and say, “I want these three
people to get a double dip of stock op-
tions.” The recognition and reinforce-
ment are immediate. As soon as some-
one rewards them for their talents, these
star performers begin to aim even
higher.

“We devote a lot of time and
energy to building up personal
networks...You can’t be a lone
ranger and also be a global

manager”

I don’t look for “GE-isms.” 1 look for a
person with a great instinctive feel for
his market, his business, and his subor-
dinates. I always ask people about their
teams. | want people who bring other
people with them. When I do a Session
C, half the grade I give is to the individ-
uals and half is to their team. I ask,
“Who's in your wallet?” I want to see
who's in their family, who they brought
with them in their career. Some people’s
wallets have no pictures. Some can pull
out a whole family album. That is ex-
tremely important.

Third, the culture needs to be perfor-
mance oriented. Without a meritocracy,
you get cronyism and homogeneity
rather than a culture open and broad
enough to get the best from everybody.
We're still too homogeneous, but we've
made a lot of progress. When 1 first
joined General Electric, globalization
meant training the Americans to be
global thinkers. So Americans got the
expat assignments. We still have many
Americans living around the world and
that’s good, but we shifted our empha-
sis in the late 1990s to getting overseas
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assignments for non-Americans. Now
you see non-Americans doing new jobs,
big jobs, important jobs at every level
and in every country.

A lot of people have said that GE
could be more global by moving its
headquarters overseas—for example, by
moving its medical systems business
from Milwaukee to Paris. That’s a relic
of the strategy of making Americans
more global. It's more important to find
the best people, wherever they may be,
and develop them so that they can lead
big businesses, wherever those may be.
It's truly about people, not about where
the buildings are. You've got to develop
people so they are prepared for leader-
ship jobs and then promote them. That’s
the most effective way to become more
global.

The ultimate evidence that a busi-
ness has become a global people com-
pany is the talent it attracts; it matters
to us that we get the best talent. We try
very hard to provide a company, a set
of values, and a culture that employees
can be proud of, whether it be in Pitts-
field, Paris, Shanghai, or London. We
still don’t get all the talent we want. In
Germany, for instance, we sometimes
lose the best talent to Siemens. I go to
Germany every time I'm in Europe. 1
give talks at universities and try to con-
vince people that GE is a better com-
pany with more career opportunities.
Twenty years ago in Japan, we found
it almost impossible to hire people. If
a top student told his parents he was
going to work for GE, they would just
about disown him.

That’s changed. The business com-
munity has gone global, and it can’t go
back. Career decisions are no longer
based on nationalism. The last time |
was in Europe, | visited Insead. These
young people want to work for GE-or
Citigroup or Goldman Sachs; they don’t
say,“It’s only Siemens for me. I can now
recruit great people in Japan. Lee Scott,
the CEO of Wal-Mart, tells me his big
challenge today is globalization. If he
wants to keep growing at the rate he de-
sires, he has to go to Europe, China, and
s0 on. And that’s Wal-Mart, good old
American Wal-Mart.
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Michael Marks

CEOQ, Flextronics

About ten years ago, right after NAFTA
took effect, 1 had the idea of locating
a Flextronics manufacturing plant in
Mexico. | clearly remember people say-
ing to me,“Don’t do it. That’s a siesta cul-
ture,” implying that any labor or other
cost savings to be gained there would be
offset by the workers’ laziness. I made
a trip anyway and checked out three
factories, one making cables for the auto
industry, one making toasters, and one
doing electronic assembly. [ came away
thinking, “It's not humanly possible to
work harder than these people or
to produce products faster than
this” We built a plant near Guadala-
jara in 1997, and within five years,
its revenues grew to more than
$1 billion.

I tell the story because it under-
scores the corrosive effect of stereo-
types and how they undermine
good decision making in a business
that needs to globalize. To me, the
most important criterion for a busi-
ness leader is that he or she be free
of such strong biases. If I heard evi-
dence of that kind of stereotyping
in conversations with a job candi-
date, that would be a big red flag.

world. We discovered this early on in
Guadalajara because the demographics
of Mexico are very young—a large per-
centage of the workforce is under the
age of 35. The contrast with Japan, a
company with a relatively old work-
force, is striking. Training becomes a dif-
ferent proposition when you cannot rely
on tacit knowledge transfer from sea-
soned 50 year olds to greener 30 year
olds. Mexico might require a more in-
tense training regimen or a longer time
commitment.

Running a global company also
means learning how different countries
are governed and being able to work

“Managers often pick up the

impression that the Chinese
are good at this, the Germans
are good at that, and so on.
But | have learned that in
every place we operate,

in every country, the people
want to do a good job. They

simply need training.”

Michael Marks

Usually, of course, the stereotyping is
more subtle. Managers often pick up the
impression that the Chinese are good
at this, the Germans are good at that,
and so on. But I have learned that in
every place we operate, in every coun-
try, the people want to do a good job.
They simply need training. If you show
people, for instance, what great manu-
facturing is, they will work toward
it —and 1 have found that there is no
place where people can't do a world-
class job.

This isn’t to say that we approach
every region with a cookie-cutter uni-
formity. We may need to train workers
differently in different parts of the

with their leaders. This is particularly
true for a manufacturer like Flextronics,
because most countries, whether devel-
oping and developed, tend to want the
manufacturing jobs we have to offer. As
a consequence, we must be in frequent
contact with senior government offi-
cials, addressing issues like tax holidays
and dollars for training. Consider an
issue that the head of our European op-
eration is currently dealing with. A few
years back, the Hungarian government
agreed to give us a ten-year tax holiday
as the result of a $50 million capital in-
vestment there. The problem is, Hun-
gary is now trying to gain admittance
to the European Union, which won't
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allow such tax holidays. What will we
do about this? It will get worked out,
but it’s complicated. The head of Euro-
pean operations has to have the skills
to deal with such high-level political is-
sues—skills that don’t develop in people
automatically.

How do we choose leaders with the
cultural breadth to conduct such nego-
tiations — and to get past the kind of
stereotypes 1 discussed earlier? The
most capable executives I've known
have traveled extensively, learned other
languages, and have often been edu-
cated abroad. But most of them gained
their broad perspectives in the course
of their work. Flextronics’ top manage-
ment team orchestrates manufacturing
activity in 28 different countries and
leads sales operations worldwide. The
peer group includes a CFO from New
Zealand, a CTO from Grenada, a sales
executive from Ireland, and business
unit heads from Sweden, Great Britain,
India, Singapore, and Hong Kong. It's
hard to work in such an environment
and remain provincial in your outlook.

Increasingly, though, we are seeing
that our more junior executives have
this kind of multicultural exposure as
part of their upbringing. Today’s 30 year
olds grew up in a different world from
their parents’, with much greater ease
of travel, more education abroad, and
technologies like the Internet and cell
phones affording more lines of global
communication. Dream résumés that
show, say, an upbringing in Paris, a Har-
vard MBA, and summer internships in
Japan are becoming more and more
common among young job applicants.

As a result, there is much more uni-
formity among young managers around
the world. Imagine pulling together 30
people from 30 different countries, all in
their thirties. Chances are, they would
all interact quite easily —and that isn’t
because young people tend to be fairly
open-minded. It’s because there’s been
a major shift in thinking from the last
generation. And that shift will make the
task of developing global leaders easier
with each passing year. In another two
decades, an American is not going to
stop to consider that he is dealing with
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someone from Japan. A strong leader will
be just that - a strong leader — whether
Brazilian or Malaysian. The global part
of leadership will be a given.

Daniel Meiland
AR N

Executive Chairman,
Egon Zehnder International

The world is getting smaller, and mar-
kets are getting bigger. In my more than
25 years in the executive search profes-
sion, we've always talked about the
global executive, but the need to find
managers who can be effective in many
different settings is growing ever more
urgent. In addition to looking for intel-
ligence, specific skills, and technical

in one place for an extended period of
time. Those client relationships can be
very important when it comes to get-
ting promoted.

The companies that do handle these
rotations well - Shell and General Elec-
tric come to mind - track their people
carefully over the course of many years.
GE has systems for examining people’s
work histories and designing their next
steps toward becoming global leaders.
And Shell has done a particularly good
job of giving people not only major re-
sponsibilities abroad but also great op-
portunities for advancement when they
return. Another example is McKinsey
consulting, which in 1994 elected Rajat
Gupta as the first non-American to run

Daniel Meiland

insights, companies are also look-
ing for executives who are com-
fortable on the world stage.

And yet we have a lot to learn.
Over the years, about half of our
big searches have been for peo-
ple with truly international ex-
perience, but in only a small frac-
tion of those cases did we end up
hiring foreigners to the country
where an organization was based.
Many companies haven't been
all that successful at developing
global executives from within ei-
ther. The intentions are good, but
the fact is, practice hasn’t caught
up with intent.

One problem is that many companies
still believe the best way to help man-
agers develop a global mind-set is to put
them in positions in other countries. But
that hasn’t been very effective, primar-
ily because companies station people
abroad and then forget about them. If
anything, advancement is even more
difficult for the expat when he returns
to headquarters, having missed out on
opportunities to network with top man-
agement. Also, many people have rea-
sons for not wanting to hop from loca-
tion to location. For one, it's easier to
develop client relationships if you stay

“Many companies still believe
the best way to help managers
develop a global mind-set
is to put them in positions
in other countries. But that
hasn’t been very effective,
primarily because companies
station people abroad and
then forget about them.”

the firm. Gupta is a truly global execu-
tive and has shown a great deal of cul-
tural sensitivity.

Cultural sensitivity doesn’t always
come naturally, so developing global
executives often requires helping peo-
ple to see their own biases. Many years
ago, when 1 first started at Egon Zehn-
der International, I was working on an
assignment in the greater China area,
and I criticized a team member directly
for the way he handled a project. I was
told later that in China it’s not good to
criticize someone face-to-face; it ends
up being counterproductive, and there
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