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Global Leadership: Research, Practice & Development

Chapter 5: Process Models of Global Leadership Development

“If we want to understand leadership, we need to look at our own experiences.  I believe that we carry within us enough experience to form our own simple, coherent approach to being a good leader. Creating and clarifying our own leadership approaches will help us (one by one and in our own ways) truly make a difference.”


--Margaret Wheatley

“The next CEO of GE will not be like me.  I spent my entire career in the U.S. The next head of General Electric will be somebody who spent time in Bombay, in Hong Kong, in Buenos Aires.  We have to send our best and brightest overseas and made sure they have the training that will allow them to be the global leaders who will make GE flourish in the future.” 


 --Jack Welch, former CEO of GE

Now that we have a better idea of what global leaders are like, the natural follow-on questions are “How did they get that way?” and “How can we develop prospective global leaders?”  Carlos Ghosn (President of Nissan Motors, Ltd and Automotive News’ 2000 Industry Leader of the Year) is one of the most famous global leaders in the business world.  When we look at his background, we find that he was born in Brazil and educated in France.  Ghosn worked in the United States for seven years as head of Michelin and spent three years with Renault in France before becoming President and CEO of Nissan. One of the few non-Japanese CEOs of Japanese companies, Ghosn is given credit for Nissan’s successful turnaround effort and cross-border alliance with Renault.  Although cultural differences crippled other cross-border automotive alliances, such as Daimler-Chrysler, Ghosn sees them as opportunities. ‘When you have taken the time to understand [that people don’t think or act the same way] . . . and when you are really motivated and mobilized by a very strong objective, then the cultural differences can become seeds for innovation as opposed to seeds for dissention’ (Emerson 2001: 6).  He believes that in order to call yourself ‘international’: ‘you have to go to countries that have a totally different way of thinking, a totally different way of organization, and a totally different way of life’ (Emerson 2001: 7).  Ghosn had an international experience early in life when he studied abroad, has lived in four continents, and clearly appreciates cultural differences.  In this respect, his background is similar to many other global leaders.

Kets de Vries and Florent-Treacy (2002) identify the foundation for developing global leadership in their research sample as: 

· family background that involved intercultural experiences (mixed-culture marriages, bilingual parents, exposure to other cultures);

· early education involving international schools, summer camps and travel;

· later education that included exchange programs, languages and international MBA programs; and 

· spouse and children who are supportive, adventurous, adaptable, and mobile.

To complement this foundation, organizations provide professional development in the form of training, transfer, teamwork, and travel.  These same four development activities were suggested as the most effective ways to develop global leadership in other research (Black et al. 1999).  We will discuss the organizational role in development more directly in Chapter 9.  In this chapter, our focus is how global leaders develop.

While the global leadership literature provides numerous recommendations concerning global leadership development, few of these recommendations are based on empirical research (for a review of the literature on global leader development, see Suutari 2002).  The exceptions included interviews with global managers and leaders asking for either recommendations or personal accounts concerning global leadership development (Black et al. 1999; Kets de Vries & Florent-Treacy 2002; McCall & Hollenback 2002) and the sole longitudinal study of global leaders (Graen & Hui 1999).  In a longitudinal study, the eventual career progress of Japanese global leaders (Graen & Hui, 1999: 17-18) was predicted by three behaviors that occurred in the first three years of their career:  1) building effective working relationships characterized by trust, respect, and obligation with immediate supervisors; 2) networking derived from their contacts at prestigious universities; 3) doing more than was expected in the face of difficult and ambiguous performance expectations.  The last element, “difficult and ambiguous performance expectations” is an example of the challenging experiences that constitute a common element in all models of global leadership development (Kets de Vries & Florent-Treacy 2002; McCall & Hollenbeck 2002; Osland et al. 2006).   As Mary Catherine Bateson wrote in Peripheral Visions: Learning along the Way:

Insight, I believe, refers to that depth of understanding that comes by setting experiences, yours and mine, familiar and exotic, new and old, side by side, learning by letting them speak to one another.

The Chattanooga Model of Global Leadership Development

In 2001, a team of scholars
 spent two days at the Frierson Leadership Institute in Chattanooga, Tennessee reviewing their collective experience and wisdom as scholars and consultants in the area of global leadership.  What emerged from that intensive effort was a framework for developing global leadership talent that came to be known as the Chattanooga Model.  It was a process model of global leadership based on the assumption that global leadership development in an individual was a non-linear, emergent process, one that is moderated by a variety of key variables, across time (see Figure 5.1)

Insert Figure 5.1 about here.

To understand how the process works, begin in the upper lefthand corner of the model.  A manager enters a global/cross-cultural context, probably through an expatriate assignment and is immersed in that environment over an extended period of time.  Entering managers bring with them certain basic, core immutable personality traits, including fairly immutable competencies (ambition, desire to lead, sociability, openness, agreeableness, emotional stability, etc.) and cognitive processes (attribution flexibility, category width, tolerance for ambiguity, etc.).  Also attached are managers’ existing levels of self-efficacy that are brought to bear on various aspects of living and working globally.  Moreover, the degree to which managers perceive that they are “called” or view themselves as global citizens and view the assignment as something that fits “who they really are” they will be more likely to develop leadership capabilities as opposed to engage in bureaucratic behaviors in the international assignment.  Finally, managers enter the global context bringing with them variying existing levels of global leadership competencies. 

Managers enter the global context each with a unique configuration of individual variables, bringing that configuration to bear upon the multitude of daily experiences they encounter in the new milieu.  The "folders" or "pages" in Figure 5.1 are representative of single experiences, interactions, and challenges the individual passes through over time.  Each of these experiences differ in the degree of complexity, importance and intensity they present to a manager.  The combination of complexity and intensity, in particular,  contribute to the level of affect that the experience produces in the manager.

The recursive arrow in the model indicates that a current experience can cause, through its effect on memory, a revision or revisiting of past experiences.  The development process is not based on a sequence of independent experiences; rather, each experience is tied to past experiences and constitutes a sense-making process of learning and acquiring global leadership capability.  Bennis & Thomas (2002: 14) refer to this process as constituting “crucible” situations “characterized by the confluence of powerful intellectual, social, economic, or political forces” that severely test one’s patience, and one’s beliefs, and that produce a transformation in managers leaving them deeply different relative to who they were prior to the crucible experience.  

The specific nature of various global/cross-cultural crucible experiences is critical to the development of global leadership.  If these experiences are buffered by organizational policies or by the individuals themselves, or if the degree to which access to these experiences is constrained by companies (expensive housing that separates the global manager from the society), the transforming potency of these experiences can be diluted and, ultimately, non-catalytic in effect.   Additionally, other factors relating to the family and to the specific characteristics of the cultural context – i.e., educational support systems, culture novelty, job novelty, and spouse/family adjustment -- can each enhance or detract global leadership development.

The critical factor in the global leadership development of any manager is "access to high level challenges."  Consistent access to the right sorts of challenges may produce, in some cases, solid global leadership competency development over time.  But success is not guaranteed, and access may lead to failure as well.  Mnagers may be given the right kind of experiences, but find they are unable to handle them or learn from them because the challenges are overwhelming.  Although the goal of challenging experiences is to help managers develop new mental leadership models, there is the possibility that the newly developed models are actually dysfunctional, reflecting a learning of the wrong lessons.  An important point is that though these mental models appear at the end of the process in Figure 5.1, such models are being created over and over again, in response to each experience the individual has; thus, the developing framework is malleable, but with the potential to harden into a dysfunctional systemic framework if experiences are not handled effectively over time.

In summary, the Chattanooga model perceives the global leadership development process as emergent in nature and dynamic in process.  If a manager’s immutable personality traits, access to powerful challenges, etc., are consistent with what is required  to work and learn in the global context, a functional global leadership process will ensue, and the manager will develop global leadership competencies.  It is important to recognize, however, that other outcomes ranging from "status quo" to "dysfunctional" can result based on the unique processual experiences a manager receives.  At any point in time, a manager’s developmental trajectory can rise orfall, moderated by the unique constellation of forces that impinge upon any given experience.


Much work remains to be done in the area of global mindset and leadership development.  The Chattanooga Model needs to be tested, and its effectiveness and costs need to be evaluated.  Moreover, organizational aspects of development must be considered as well.  Firm-specific factors such as the alignment of HRM and the organizational culture with the firm’s efforts to develop global leadership and global mindset require particular attention.  In addition, a systemic analysis of factors promoting or impeding global leadership is also called for.
The Global Leadership Expertise Development Model (GLED)

The GLED model expands upon the Chattanooga model but focuses primarily on the development of expertise in global leaders.  The argument that global leadership development is a process of personal transformation is a recurrent theme.  Presuming this thesis is cogent, it is likely that global leadership development is not a linear progression that simply adds to an existing portfolio of leadership competencies, but rather a nonlinear process whereby deep-seated change in competencies, expertise, and worldview through experiential learning occur over time (Osland et al. 2006).  Bennis and Thomas (2002: 14) refer to the gestalt of these transformational experiences as “crucibles,” i.e., situations “characterized by the confluence of powerful intellectual, social, economic, or political forces that severely test one’s patience, and one’s beliefs, and that produce a transformation in the individual, leaving him/her deeply different in terms of who they were before the crucible experience.”  Traditional training cannot in and of itself be the primary tool through which GL expertise and competencies are inculcated within individuals.  Organizations need to ensure that prospective global leaders are exposed to transformational experiences in their developmental process.

Based on the research literature and the presumption that GL development is an emergent phenomenon, we offer the following process model, referred to as the GLED model (see Figure 5.2) to illustrate GL expertise development.  This model is an extension of the Chattanooga Model, developed by global leadership scholars at the Frierson Leadership Institute in Chattanooga, Tennessee (Osland et al. 2006).  

Insert figure 5.2 about here.

The left side of the GLED model contains four categories of antecedents:  individual characteristics, cultural exposure, global education, and project novelty.  The individual characteristics are associated with intercultural competence (Bird, Stevens, Mendenhall, & Oddou 2002).  Each of these categories contain variables related to one or more aspects of GL development or expertise (Black et al. 1999; Caliguiri 2004; Kets de Vries & Florent-Treacy 2002; McCall & Hollenbeck 2002; Yamazaki & Kayes 2004).

Four dependent variables -- cognitive processes (expert decision making), global knowledge (facts related to the global environment and work domain), intercultural competence (ability to work effectively across cultures), and global organizing expertise (systems thinking and architecture necessary to create and maintain global structures) – combine to determine the level of GL expertise.  These categories are based on Mendenhall and Osland’s (2002) categorization of GL competencies.  GL expertise is conceptualized as a continuum.  Domestic leaders or novice global leaders may manifest some degree of GL expertise as a result of their work or experience with other nationalities.  Similarly, not all global leaders will be fully expert.  As Dreyfus and Dreyfus (1986) note, there are several stages in the developmental journey from novice to expert.  Higher measures of the antecedents are predicted to correlate with higher measures of GL expertise.  

The relationship between the antecedents and outcome measures is mediated by the transformational process, which consists of experiences, interpersonal encounters, decision, and challenges that relate to GL expertise.  Not all cross-cultural experiences develop GL expertise, so transformational experiences differ from those found in the cultural exposure category.  Furthermore, not all global or cultural experiences have the same impact (McCall & Hollenbeck 2002; Osland et al. 2006).  We predict that the transformational process will be the major cause of different levels in GL expertise leaders with global responsibilities.  The transformational process refers to “crucibles” that vary in terms of their complexity, developmental significance, and intensity of emotional affect.  The "folders" or "pages" in Figure 5.2 represent experiences, encounters, decisions and challenges that individual work through over time.  Higher measures of complexity, affect, intensity and developmental relevance result in greater likelihood of transformation that, in turn, will result in developing a higher level of GL expertise. 

A longitudinal examination of GL development would presumably reveal that dynamic individual characteristics increase as a result of transformational experiences and that current experience can cause, through memory, an updating or reliving of past experiences.  Thus, GL development over time is more spiral-like and recursive than Table 5.2 suggests (Osland et al, 2006).  The GL development process is not based on independent experiences; rather, each experience is tied to past, multiple experiences and constitutes a sense-making process of learning and acquiring global leadership expertise (Osland et al. 2006).  

Both the Chattanooga model and the GLED model are conceptual in nature and have yet to be validated by empirical work with global leaders.  They were designed, however, specifically for the development of global leadership and are predicated on an extensive review of the research literature. 


Left unaddressed in these two models is the particular mix of individual characteristics and competencies that comprise global leader expertise.  Bird and Osland (2004) previously addressed the issue of global leadership competency in the pyramid model, shown in Figure 5.3 below.

Insert figure 5.3 about here.

The Pyramid Model, takes this form to reflect the assumption that global leaders have certain threshold knowledge and traits that serve as a base for higher-level competencies.  

The three-level model suggests a progression that is cumulative, advancing from bottom to top.  Separate from the three levels but inextricably connected to them and running across all three levels is global knowledge, which can be categorized as know what, know who, know how, know when, and know why.  This taxonomy is borrowed from expatriate research (Berthoin Antal, 2000; Bird, 2001).  Level 1 contains four specific threshold traits: integrity, humility, inquisitiveness and resilience. These are relatively stable personality traits; not everyone can develop them, which means they could be viewed as selection criteria.  Also at Level 1 is the orientation of global mindset, that influences the way global leaders perceive and interpret the world. This concept will be treated in greater depth in a following section due to its importance to global leadership. The first level, personality traits and orientations, become valuable only when translated into action. Therefore, Level 2 includes the interpersonal skills needed to cross cultures: mindful communication, creating and building trust, and the ability to work in multicultural teams.  

Level 3 contains system skills, the meta-skills that encapsulate many other skills required for global work, such as cross-cultural expertise and the ability to both adapt to cultural differences and leverage them for competitive advantage.  At this level, the central focus is the ability to influence people and the systems in which they work, both inside and outside the organization.  It consists of boundary spanning, building community, leading change and creating a vision, architecting, influencing stakeholders, and making (ethical) decisions.  The Pyramid Model does not capture the dynamic interactive aspect of the global leadership process; its contribution lies in the identification of different building blocks of global leadership and the simplification of a complex array of competencies. 
LESSONS FROM THE GLOBAL LEADERSHIP DEVELOPMENT MODELS
Both models presume that the demands of global leadership in a complex, ambiguous setting will require flexibility and adaptability.  Thus, the ability to learn and learn continuously is critical.  In particular, the learning associated with challenging international assignments can result in personal transformation, a key aspect of global leadership development.  Because it is ‘personal’ and transformational, the development process for individuals is nonlinear, uncertain, and hard to predict. 
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Figure 5.1.  The Chattanooga Model of Global Leadership Development
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Figure 5.2.  The Global Leadership Expertise Development Model
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Figure 5.3.  Bird & Osland’s Building Blocks of Global Leadership Competency
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