





Working

in tune
with people
from other
parts of the
world is not
something
that most
people
have been
prepared
and
developed
for.

burg, Germany, and thousands of parts from
44 of the 50 American states. [n addition, com-
ponents for the A380 are made in Australia,
Austria, Belgium, Canada, Fnland, Italy,
Japan, South Korea, Malaysia, Netherlands,
Sweden and Switzerland.

The first delay was attributed to a snafu in
the plane’s more than 530 km (530 miles) of
wiring and 40,000 connectors. Miscommuni-
cation and lack of cohesiveness led to a break-
down in the production. Design teams in Ger-
many and Spain stuck with an earlier version
of computer-aided design software, while the
French and British offices upgraded. This
meant the design changes the German team
implemented for the wiring couldn’t be added
into the overall three-dimensional digital de-
sign all the other assembly teams were work-
ing from.

Additional production problems forced Air-
bus to announce another delay in June 2006,
pushing back delivery another six months and
cutting the number of planes it could deliver in
2007 to only nine aircraft. In the wake of the
announcement, the share price of Airbus’ par-
ent, EADS, dropped 26 percent and led to the
departure of EADS CEO Noél Forgeard, Air-
bus CEO Gustav Humbert and A380 program
manager Charles Champion.

On October 3, 2006, Airbus announced the
third and longest delay, pushing back first de-
livery to October 2007. This delay was the final
straw for several customers, who canceled
their orders altogether.

By the time Airbus delivered the first A380
on Oct. 15, 2007, the company was two years
behind schedule and $6.2 billion over budget,
and had lost five CEOs. The turning point in
aviation that Airbus had hoped to create with
the A380c was dubbed an “Air-Bust.”

But Airbus isn’t alone in running into prob-
lems when it comes to creating a product that
requires cooperation from suppliers the world
over. To create its new 787, called the Dream-
liner, Boeing is using the same fully integrated
production technology and the same sophisti-
cated design software as Airbus. And like Air-
bus, Boeing has run into problems dealing
with its host of foreign suppliers and integrat-
ing technologies. The glitches forced the com-
pany to delay delivery of its first batch of
planes by six months.

“The Airbus 380 and Boeing 787 herald a
new era of global strategy and global competi-
tive advantage” says Dr. Mansour Javidan,
dean of research at Thunderbird.

While most of the public attention is fo-
cused on the innovative designs and passenger
features of the two planes, Javidan says, the

most critical feature of the process is, in fact,
the way the planes are being produced. Both
Boeing and Airbus are using highly sophisti-
cated manufacturing methodologies that hold
the promise of huge cost savings and speedy
production if all the parts manufacturers are
willing to fully integrate their production
specifications. [n other words, he says, the un-
precedented level of integration among the
component manufacturers from all over the
world is the key to the success of both planes.

“The story of Boeing and Airbus is a new
page in how global corporations will be com-
peting in the future,” he says. “A new source of
global competitive advantage is emerging, and
it is the corporation’s ability to integrate its
global empire faster, cheaper and more effec-
tively than others.”

And as the delays experienced by both Air-
bus and Boeing show; this is no easy feat, Javi-
dan says. The reason it is so hard to do is that
integrating the global enterprise means getting
people from various countries to work in close
cooperation and collaboration, he says, and
this is counterintuitive to most ordinary citi-
zens who have grown up with their own
unique and ethnocentric cultural background.
Working in tune with people from other parts
ofthe world is not something that most people

have been prepared and developed for, he says.

orporations understand that to sur-

vive they must move into the global

marketplace—that their competition

isn’t just around the corner, but
around the world. But the increasingly com-
petitive global marketplace requires a more
complex approach to global strategy and glob-
al talent management.

“Global corporations have a new challenge.
They need to ensure a large pool of managers
who can handle the increasing complexities of
global competition and global integration.
They need managers with a high stock of glob-
al mindset,” Javidan says.

Dr. Michael Kissida, associate vice president
for Global Mindset at Thunderbird and a col-
league of Javidan’s, says the world is becoming
a much more integrated place, and doing busi-
ness is becoming much more complex. “Orga-
nizations do not have enough of the right peo-
ple, with the right skills, at the right time, in
the right place, in sufficient numbers to do the
work that needs to get done” he says.
“Whether it's managing a global supply chain
or leading an effective global business team,
we need to have people that have the global ca-



pabilities with a global mindset to be able to do
that effectively.”

Most often, the managers who are selected
to become ex-pats are chosen based on their
outstanding success in the local market, Kissi-
da says, but the very leadership skills that
served them so well here might not be the right
ones to employ in another culture. Having an
egalitarian management style may be good in
Southern California, but could be disastrous in
another part of the world.

He says companies need a much more so-
phisticated approach to choosing the man-
agers or management teams to lead their glob-
al operations—the stakes are just too high to be
so culturally unaligned. Success today depends
on the awareness, understanding and ability to
navigate various customs and cultural differ-
ences, economic and political climates, work
force conditions and expectations, unions and
laws, customers and competition—in essence,
a global mindset.

LATE ARRIVAL

Like just about every
corporation with a global
supply chain, &irbus ran
into issues of coopera-
ticn, communication and
integration when building
its megaliner, the A380.
Celays in production
pushed back delivery of
the first plane to
Singapore Airlines to
October 2007, two years
behind schedule.



attributes:
intellectual
capital,
psycho-
logical
capital

and social
capital.

O, WHAT EXACTLY is a global
mindset?
After years of research involving
dozens of companies and thousands
of executives from around the world, Javidan
and several other Thunderbird professors say
they have uncovered the answer. They have
developed the world’s first psychometric as-
sessment tool to measure an individual’s, as
well as an entire organization’s, profile of glob-
al mindset. The Global Mindset Inventory
(GMI) is a survey of about 150 questions de-
signed to measure the specific social, psycho-
logical and intellectual attributes that enable a
manager to influence individuals, groups and
organizations from different sociocultural sys-
tems. The instrument is in the final stage of
pilot testing.

Javidan says the GMI has the potential to
dramatically change how companies go about
managing their global enterprise—who they
choose to send overseas, the approach they
take, how and whom they train to work with
international partners, and how to manage
their global work force. “The global world of
business has brought people together from
many different cultures and geographies,”
Javidan says, “so akey question is, what does it
take to successfully work with people from
other cultures?”

AVIDAN’S INTEREST IN cross-cul-

tural issues goes back to 1992, when he

helped found GLOBE (Global Leader-

ship and Organizational Behavior Ef-
fectiveness) the largest research project to ex-
amine cultural similarities and differences
around the world. Javidan is president and
CEO of the GLOBE Foundation.

GLOBE sent a team of more than 160 re-
searchers all over the world to survey more
than 17,000 managers about the cultures of 62
socleties. The GLOBE team discovered cul-
tural similarities and differences in these soci-
eties and identified the profile of outstanding
leadership in each society.

GLOBE was a natural stepping stone for the
Global Mindset Project, Javidan says. While
GLOBE {identifies cross-cultural issues, the
purpose of the Global Mindset Project is to un-
derstand what it takes to successfully navigate
these issues.

For the past two years, [avidan and a team of
Thunderbird researchers have culled through
that research to hone in on and specifically de-
fine the ingredients of a global mindset.

Through that research, he says, it became clear
that individuals who have a global mindset
share an extensive set of intellectual, psycho-
logical and social characteristics.

“WWe saw some companies and executives
were having a much harder time working in-
ternationally and leveraging global markets
and supply chains” Javidan says. “Others
were having an easier time. We began to ask:
What distinguished one from the other?”
What emerged was the nucleus of the global
mindset: intellectual capital, psychological
capital and social capital.

[ntellectual capital includes knowledge and
understanding of global business, competitors,
customers, supply chain partners and global
political systems. “It's all about having knowl-
edge and cognitive ability to deal with com-
plexity, because the global world of business is
more complex than the national world of busi-
ness,” Javidan says.

Psychological capital includes important at-
tributes, such as openness, flexibility, respect
for other cultures, understanding of other cul-
tures and willingness to work with people of
other cultures.

Social capital is the ability to build trusting
relationships with people who are different
from themselves—a key ingredient, Javidan
says, if a company wants to have a sustainable
relationship with overseas customers, supply
chain partners, team members and employees.

[t's not surprising, Javidan explains, that a
majority of people do not have a global mind-
set. He says most citizens of the world grow up
as unicultural individuals who learn how to
live and work with people who are like them-
selves. “So, it is quite natural that this global
world of business has brought together a lot of
unicultural individuals, expecting them to
work in multicultural environments,” he says.
“That is a tough situation to be in.”

HE SCIENTIFIC WORK invested in

the Global Mindset Project is quite

extensive. [avidan and several Thun-

derbird professors interviewed most
of their colleagues in the first phase of the proj-
ect, and then interviewed more than zo0 inter-
national managers and executives in Europe,
Asia and the United States.

In early 2007, the research team, working
with the Worldwide ERCR Foundation for
Workforce Mobility, interviewed 17 very suc-
cessful senior global executives in Europe, the
United States and Asia.

The data collected during this extensive
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Thunderbird has begun working with a pri-
vate financial company that is just starting to
expand globally. Kissida says the company,
which dominates the American market, has
been given regulatory clearance and is ready to
begin operations in Holland, France, Belgium,
Spain and England.

The concern for this company, he says, is
that most of its executives and managers have
lived in the New York area all their lives and
went to schools in the Northeast—a culture all
its own. And while the cultures of English-
speaking countries—including the United
States, England and Australia—may seem
closely related, the reality is that they also have
differences that must be understood and re-
spected if the business is to succeed.

“They are a long way from being ready to
transact business in a different way,” Kissida
says. “We're talking about their global strate-
gy, assessing the capabilities they need to im-
plement that strategy, and we are showing
them where the gaps are. We've identified
what their global challenges are, and we have
introduced them to the complexities and risks
associated with each of those markets. This
company has never failed, but the probability
of failure in some of these markets is high, if
not properly prepared.”

Every key executive in the company is com-
pleting the GMI, and the Thunderbird team
has unveiled not only the individual scores but
the company’s overall Global Mindset [nven-
tory score. The company also will be given a
comparison of how it rated compared with
other companies that have taken the survey
when the pilot testing is complete.

“From the results, we'll work with them to
build a plan to develop their global mindset ca-
pabilities throughout the organization,” Kissi-
da says.

PON THE COMPLETION of the

pilot studies and refining the GMI,

Thunderbird will promote the psy-

chometric tool to individuals and
companies throughout the world. Thunder-
bird has already received trademark registra-
tion for “global mindset” and copyright pro-
tection for its GMI.

Through its Corporate Learning division,
Thunderbird has begun to develop a number
of open enrollment, customized programs
and seminar series. The participants in these
programs will complete the GMI and receive
feedback and assistance on how to improve it.
They also learn about how a corporation’s

stock of global mindset can be enhanced.

“The reality is it has to be integrated into the
whole talent management process end-to-end,
from understanding what it is that you are re-
cruiting for to what is it that you are trying to
develop,” Kissida says. “And then you build it
one person at a time."”

The GMI will also be administered to all
Thunderbird students, who not only will take
the survey upon entry, but also will retake it at
graduation. The first cohort to do this was the
incoming class of fall 2007. Thunderbird ex-
pects the survey results to confirm the school’s
long-held belief that it attracts students predis-
posed to a global mindset. “At Thunderbird,
global is in our DNA," Javidan has said for
many years. [n addition, by comparing the
students’ incoming GMI scores with their
outgoing scores, the school hopes to gain valu-
able information about its learning outcomes
that will allow it to hone or adjust the curricu-
lum as needed.

The Global Mindset Research Team and the
GMI tool will be housed under the newly es-
tablished Thunderbird Research & Knowl-
edge Network (RKIN), which was created in
early 2006 to coordinate the school's knowl-
edge creation and dissemination, including re-
search that comes from the faculty and work
coming out of the Centers of Excellence: the
Lincoln Center for Ethics in Global Manage-
ment, the Garvin Center for Cultures and
Languages of [nternational Management, the
Center for Global Entrepreneurship and the
Thunderbird Global Private Equity Center. [n
essence, the RKN is a Thunderbird global
think tank.

“We view this as a new science of leader-
ship,” says Javidan, who was named head of
the RKIN in October.

Proceeds from the GMI will provide much
of the necessary startup funding for this new
global think tank. Through the RKN, Thun-
derbird will generate and disseminate global
business research and knowledge through
non-classroom educational settings, such as
conferences, workshops and panel discus-
sions.

“The war for talent is back on,” Kissida says.
“Everybody is looking for the same 15 percent
special kind of people. They are those people
who have the ability to deal with people who
are not like themselves, that have the ability to
deal with the complexity that comes from be-
ing a global business and transacting business
all over the world. So the organizations that
are going to win are the organizations that de-
velop the global mindset as a full capability
across their business.” v





