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Organisational Best Practices for
International Teams

“The ultimate challenge of global organisations might well lie in discovering how
to reproduce inside their management processes some of the vitality that cross
cultural dialogue produces outside the organisation. To experiment with such
internal diversity will take a new kind of leader with a more global vision, more
folerance for individual and cultural differences, more process skills in managing
the inevitably more complex dialogue and the ability to creatively distil out what
may initially be chaos as a more viable and competitively more adaptive posture
for the organisation. The organisation that can invent, create and tolerate such
leaders may well have the competitive edge in tomorrow’s turbulent world.’

Edgar Schein, 1986 ~

The previous chapters explored the roles of senior managers and HR
professionals in establishing the right context for international teams to
thrive. This final chapter of Section Two explores in more detail the
organisational practices that need to be put in place if international teams are

going to be created and perform successfully in the long term. These practices
include: '

e Identification of the characteristics of effective international team leaders -

and members

e Selection

e Development
o Evaluation

e Reward.

Our experience shows us that organisations that pay attention to these five
basic organisational processes and relate them to the needs of international

teams will make significant progress in establishing the appropriate, context for .

their international teams to succeed. Senior managers, HR professionals and
international team leaders and team players need to work together to identify
what is appropriate for their particular organisation and teams, as there isn’t one
size that fits all. As illustrated in the previous chapters, the organisation has to
be willing to experiment, to listen to the feedback from the team members
themselves and not to seek over engineered solutions — be pragmatic.
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Identification of the Characteristics of Effective International Team
Leaders and Members

Some form of job analysis or role description often underpins the organisational
practices we will discuss in this chapter. If an organisation does not understand
and cannot articulate the content of a particular role, it will have difficulty
selecting for that position if it becomes vacant, or it will not know how to
develop the individuals in the role to improve their performance or how to
evaluate or reward the existing performance. Our starting point, therefore, in
this chapter, is a discussion of how some organisations have managed the
process of identifying and classifying what to them represents an effective
international team player.

Chapter Seven explored in some detail the role of the international team
leader and the high expectations that are often inappropriately attributed to the
role. It is not intended to replicate that discussion here, but instead to focus on
examples of current operational practice.

During the late 1980s and early nineties, many multinational companies
began to identify a set of competencies that they wanted to use to identify,
select and appraise managers across the whole of their business. Two broad
approaches have been taken. Some organisations have identified generic core
organisational competencies that apply to staff irrespective of their role in
the organisation, whilst other companies have focused their energies on
identifying competencies for specific roles. Examples of the first approach
include British Petroleum’s OP.EN. behaviours (open mindedness, personal
impact, empowerment and networking) and Matsushita’s SM.ILE. (speci-
ality, management ability, international, language facility and endeavour). In
both companies the competencies acted more like a tool for initiating
cultural change than a comprehensive list of skills that could be used to
design specific processes and, in Matsushita, in particular, the competencies
sent out a strong signal about the company’s intention to take globalisation
seriously: being effective in the home domestic market is no longer
acceptable if you want to be a senior manager. Despite not being targeted
at specific roles, generic competencies of this type can still be valuable for
international teams, as they send a clear message from the organisation that
they wish to encourage the type of culture where international teams would
thrive.

Some organisations have gone one step further and this can be a valuable
building block when identifying roles for international teams. For example,
Citibank intends to go through every job world-wide and describe the three

main behavioural outcomes that would constitute excellence in that job. The

advantage of focusing on such specific standards as opposed to competencies
for managers in general, is that it enables more transparent comparison of
similar roles across the whole organisation, be it for selection, development or
performance review purposes. '
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Table 10.1: Welicome's Effectiveness Criteria for International Project Leaders

Complex thinking Delivering resuits Influencing and
motivating
Strategic focus Action bias Facilitative leadership
Organisational awareness Managing ambiguity and Building relationships
change
Problem solving Performance orientation Interpersonal adaptability

Influencing others

Wellcome had been using competencies (due to a dislike of the term
‘competency’, it called its frameworks ‘effectiveness criteria’) to underpin a
range of its HR processes for a number of years when it globalised its R&D
function. It had an existing set of global corporate core competencies which had
underpinned a world-wide performance development initiative and a number of
key roles had their own specific competencies identified. However, it recognised
that this existing infrastructure was not going to be sufficient for providing the
framework to support the newly created international teams and work was.
undertaken to define the effectiveness criteria specifically for international team
leaders. '

Given that international team leader roles had not existed in the organisation
prior to the reorganisation, it was not possible to model the effectiveness
criteria on existing high performers. Wellcome therefore undertook a process
that included interviewing and holding focus groups with senior managers who
were going to be sponsors of these teams, with managers who had led the
previously national project teams and with prospective team members. They
also identified organisations outside the pharmaceutical industry who already
had international team leader roles and used them as benchrharks to compare
the internal data. This process although lengthy, enabled a wide population to
come to consensus about the characteristics that defined an international team
leader in their organisation. The specific criteria are outlined in Table 10.1.

Each of the ten criteria was described in full with a comprehensive list of
positive and negative behavioural indicators. For example:

Problem solving

Positive indicators Negative indicators

® Anticipates problems b&ore they e Concentrates on one issue and
occur. ) does not consider all the options.

® Analyses the consequences of ® Gets too involved. in the details.

different alternatives.

These effectiveness criteria were then used as the basis for selecting potential
international team leaders and for identifying the development needs of
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existing international team leaders. They enabled a common language to
emerge across the organisation and provided a level of transparency about
these new key roles. This enabled individuals from all parts of the organisation
to be clear about the criteria that would be used to assess them if they chose to
apply for one of the roles and this opened access to the roles to staff in more
parts of the organisation.

Whilst identification of criteria, either at the organisational or role level,
has been valuable for a number of organisations when establishing inter-
national teams, there are a number of potential pitfalls that must be avoided.
Some researchers would argue that criteria can often be criticised on three
counts :

1 When criteria are based on past success rather than future challenges, they
keep an organisation focused on the past and do not prepare them for the
challenges ahead.

2 When criteria describe the end-state attributes of current leaders rather than
identifying future leaders who may not as yet have developed these
attributes. It does not enable organisations to develop their long-term
capability.

3 They create a single set of criteria that, by inference, is appropriate in all
circumstances.

This last point is particularly critical when it comes to criteria that are to be used
globally.

A final consideration before moving on to explore the practical use of these
criteria. Before using an agreed set of criteria for selection and development
purposes, a company has to be clear which are personality traits that need to be
selected for, and which can be developed or taught. For example, to what
extent can a company train someone to act with integrity, to be insightful, or'to
be courageous as opposed to solve problems, have a strategic focus and to
adopt a facilitative leadership style? They also need to ensure that the criteria

et gen
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have been defined so that no cultural group is unfairly disadvantaged by their
application.

Whatever the cultural biases and limitations, criteria like those illustrated
have created major benefits for most companies who have introduced them.
They created an international standard against which managers anywhere in the
world could be identified, selected and promoted. This meant that the
companies could increasingly act as large pools of interchangeable talent at
senior levels. It also meant that internal vacancies focused on competencies and
potential, rather than a description of the person who just Jeft, eg Five years’
experience with toothbrush sales’.

Summary Learning Points

o The process of identifying characteristics is as important as the
resulting output. o

o Any characteristics identified need to be reviewed for cultural bias and ‘
understanding. ' -

o A shared view of the criteria required to be an effective international
team leader or member enables a more transparent selection and
development process for future talent.

-

Selecting International Team Leaders and Members

Having identified the criteria that an organisation wishes to use to define the
roles on their international teams, the first step is usually to select individuals
from the existing workforce to take on the roles of international team leaders
and members. What happens when you need thirty international team leaders?
You want to appoint them internally, but until that moment you have been a
purely national company. This scenario is more common than you might
imagine as few organisations have talent pools of potential international team
players with proven experience and even fewer have the-luxury of the time or
money to select externally for such key roles. The selection process for these
roles is therefore critical if costly mistakes are to be avoided. One organisation
for whom this scenario became familiar was Global Gas, the global branch of
British Gas. Their solution was as follows.
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1t was essential for the criteria to be clarified in a generic way as th "was no
relevant international experience in the apphcants on which fo base any selecﬁon
-assessment. All managers were invited to apply so no-one was ruled out by pre-
‘selection by other managers. Two particular activities were built into the selection
process. Firstly, a realistic written case study was created that managers worked
on in their own time. Their responses were rated by an expert in international
working. Part of the selection interview was then given over to probing and
discussing the way they thought about the different issues and how they arrived at
their conclusions. The case study could then also be used fo probe hypothetical
situations to see how the managers thought they would react. A vanety of criteria

The need for international team leaders to respond to changes in the global
energy markets forced Global Gas to work on common criteria and a creative
selection.solution that enabled them to build on their existing strengths and
prepare staff appropriately-for the rigours of these new roles. Seagram took a
quite different approach when they were looking to staff teams in a global re-
engineering project. When they set about creating these re-engineering teams,
it was decided right from the start that all teams should be cross-functional and
cross-geographical and would co-locate for eight months. Therefore, typically
the choice was for an individual with high exposure who was used to working

[
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across an entire business or an entire (geographic) division. The process chosen
was as follows.

Criteria were drawn up for the team member roles by Boston Consulting Group and
the Human Resources Department. These criteria were sent by the re-engineering
steering group (about 4-5 senior people) o all businesses asking for nominations
of individuals according to those criteria. The same criteria were used for the team
leaders, although those were typically chosen among the most senior executives.
Once the businesses had submitted individuals for the teams, the re-engineering
Jeadership made the final selection and allocated people to the teams. The
) 2 then obhged o release their people who had been selected. No
tools or pmmm‘m used and cross-cultural skills did not feature
’presndent approved the

The advantages of this selection process were that there was commitment to
the criteria and the selection decisions at the highest levels in the organisation,
which was critical given that the recommendations made by these teams could
have fundamental consequences on the shape of the future business. The
process also allowed local business senior managers some discretion in who
they nominated, again critical in getting political commitment to staffing the
teams. However, feedback about the process showed that one of the
disadvantages was that although it had been explained, most team members
and leaders had only a rough ‘generic’ idea why they had been selected . . . ‘the

best and brightest to reshape the company’, ‘language skills’, ‘people from"

different geography, senior and available’. Consequently the teams potentially
got off to a slower start, whilst team members clarified their roles and
contributions. One comment ‘that receiving notice of selection in a written
memo from the CEO did not create an ideal environment to think through or
seek clarification’ illustrated again the importance of the way the process is
managed, as well as the final outcome. This is particularly critical if organisa-
tions are operating in cultures that place significant value on personal relation-
ships to do business.

Our experience indicates that unless a well thought throygh and
interactive selection process is applied, the leadership role will tend t& go
to the person perceived to have the most power and influence in the
existing organisation (as illustrated in Chapter Three) ‘and this can seriously
limit an organisation’s ability to respond to global challenges. For example,
in the Lever Europe marketing team, it went to the German manager
because Germany had the largest sales volume. In Wellcome's quality
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assurance team, it went to the head of quality assurance because she held
the highest position in the existing hierarchy.

Often, the person selected is the headquarters’ person in charge of that
issue, which again diminishes the contribution of significant numbers of
potential international team leaders in other parts of the organisation. For
example, IBM’s international Airline Support Centre based in London started
with an American leader, was followed by another American leader (because
the IBM airlines account teams wanted to have an American to keep in touch
with the US) who fortunately changed this pattern by stating that the next
director should not be American. Given that the team consisted of Americans,
French, British, Germans, (East) Indians, Argentineans, Brazilians, Egyptians,
Colombians, Finnish and Romanians, mostly all on international rotation, it is
not surprising that attributes other than an American passport might be
valuable in this role.

We are not suggesting that the people who held the roles were not the best
choices from the perceived possible candidates. The first team leader was a
woman. ‘Very smart, can take many ideas and synthesise them into a coherent
vision, everyone respects her’ was typical feedback about her style. The second
was the only Afro-American in senior management. The problem is that if you
are not clear about what the role requires, you use selection processes based on
the way national line management has been selected and you limit your pool to
the hierarchical status quo, so you may be narrowing your potential field of
talent. : :

By challenging the existing selection norms, organisations often uncover
hidden talent as the following examples illustrate.
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In Welicome, the effectiveness criteria were used to select potential international
team leaders and members using 360 feedback from peers. A subsequent
evaluation of the process, found that 46 per cent of the international project leaders
and'.753 per cent of team members were female as opposed to less than 10 per cent
of women in line management roles. It seems that this detailed behavioural
selection approach opened up the pool of talent available and created a more
transparent process than the existing line management selection process.

Summary Leaming Points

e Challenge existing selection practices — are they appropriate?

e Be open minded about who can apply for international team roles —
personal motivation is very important.

o Be creative and design the selection process to meet the needs of the
teams and the business. ,

e Beproactive-lackofa specific selection process will reinforce current o
political power bases rather than get the right person for the role.

Developing International Team Leaders and Members

Having been selected and appointed into their new role, unfortunately too
many international teamleaders suffer the same experience as the following _
individual: - .

T have had no training — I'm making it up as I go along and hoping nobody
catches on — and it is a very steep learning curve — it is probably a good job 1 did
not know how tough it was going to be or I would never have taken the job.’

The other attitude we've experienced towards development of international
capability is illustrated by the following:

IBM funds cross-cultural training if you are an expatriate, but they do not do as
much if you are a national working with other coyntries.’

The same used to be true of many companies. However, as previous chapters
illustrated there has been a marked shift away from expatriates to ‘international’
workers at all levels and locations of an organisation. Given the complexities
and challenges of international roles, organisations are setting up their inter-
national teams to fail if they don’t provide appropriate and timely development
opportunities.
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As the range of staff working internationally has grown, so have the
development offerings. The 1990s have seen the birth of many in-house and
external international management training sessions: these range from nine-
month classic business school programmes, through five-week adventures for
thirty consorted companies at the University of Michigan, to one-week in-house
sessions in different parts of the world, and sometimes to tacking one or two days’
cultural differences training onto the end of a standard course. Organisations may
be also overlooking development opportunities that they already run as relevant
to the needs of international teams. For example, some companies already offer
career development opportunities throughout their global organisation and they
may find they have a more developed pool of potential international team players
than they realise. Research has shown that expatriate experience altered how
managers adapted to cultural differences, learnt from mistakes, sought opportu-
nities to learn and acted with integrity. Given this growth of development
opportunities on offer, what should organisations be providing as development
for their international teams if they want them to be effective?

Cross-cultural training is usually top of the list and has been suggested for
many years?. The discussions and examples in the first section of this book
provide ample illustration of why it is critical to raise the cross-cultural
awareness of international teams. Without the skills to know each other and
manage their inherent inequalities, intemational teams won't fulfil their poten-
tial. Not surprisingly, ethnocentrism (seeing everything from one cultural
perspective) has been found to be an impediment to both culture specific and
culture general understanding®. Yet many international teams are created by
organisations with very strong dominant national and organisational cultirres.
Cross-cultural training does not need to focus only on national cultures. As
highlighted in Chapter Three, organisational and functional cultures can be
stronger barriers to effective international teams.

A question that is often asked is, can cross-cultural training be effective for all
individuals? As one experienced manager suggested, some people seem to have
a high level of curiosity and purposefully seek out people unlike themselves and
others seem to be much more comfortable with their own kind. Can cross-
cultural training change this?

Our experience of running this type of development intervention over a
decade in many different organisations, has demonstrated that good inter-
cultural training can aim to achieve three things:

1 A realisation that other people think, feel and behave differently and that is
okay.
-2 An initial understanding of one’s own value structure and a realisation that
knowing more is a never ending journey. -
3 An uncertainty that one’s own (usually taken for granted) view of the world
is always appropriate and the realisation that it may fail to grasp certain
situations completely.

2
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So what are the best ways to achieve these aims? A one- or two-day interactive
cross-cultural workshop can achieve the first aim of raising awareness that
people are different. There are some effective consultants that offer this type of
development and many teams have benefited from the insights about each
other that these workshops have revealed.

Peter Aylett, who devised the week-long Shell intercultural communication
workshop, believed that the best approach to learning anything about one’s
view of the world and one’s values is by creating experiences and situations
where people test their own versions of reality against those of others, either by
meeting different people or in exercises and role plays. So to achieve the second
two aims, you need time and experiences as close to real life as possible. This
can be achieved using different types of simulation. For instance, one simulation
that enables you to do this is a CIDA* exercise called ‘building a culture’, which
provides you with the opportunity to build your own society and its norms and
values as if from a blank canvas. During a week, a safe environment can be
created in which participants are very quietly but continuously asked to
question their own responses and actions. Feedback from participants who
have experienced this development intervention indicates that the process
challenges each of your core values very deeply and makes you realise that you
have only one way of seeing the world and that it is not the oniy way.

Another approach that goes beyond a simulation is to create ad hoc project
teams for a period of time (eg in Hong Kong Shanghai Bank, four days; in
Nokia, four months) that work on some aspect of improving the company’s
strategy. Teams are facilitated by either internal or external consultants who in
varying degrees train and review their interactions as a team as they work. '

- Although this is more effective than short programmes or workshops, the teams 3
know that they are ad hoc and that they do not need to deal with some of the )
underlying issues in a way a real team would have to.

A training programme would also provide a comprehensive overview of the .
other knowledge and skills that it is beneficial for international team leaders and
members to develop including: "

conflict resolution skills;

team problem solving technique;
decision making techniques;
project management skills;
meeting design and facilitation.

-
-

Specific development tools and techniques that help -teams dev,elopﬁtheir - ‘:
performance throughout their life cycle are “outlined- in Chapter Five. The !
formats for delivering the training that we have experience ‘or knowledge of .
include:

* Canadian Intemational Development Agency.
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being talked at by ‘experts’;

doing exercises or case studies;

role plays on video;

being hijacked and dumped in the ‘desert’ or ‘jungle’;

building towers;

elaborate simulations; or

writing guidelines for potential investors for whole developing economies.

The ‘right’ intervention for a particular international team will be one that meets
their particular development needs, taking their cultural preferences and
learning style into account. It will also depend on the sophistication of the
training and development resource in the organisation and the availability of
resources.

For example, Wellcome had significant managerial support to provide
development for the newly appointed international teams and had access to
some leading edge research and resources to design and deliver an intervention.
It devised a three-day workshop for its current and potential international team
leaders — Managing Global Networks.

Managing Global Networks, while it had the limitations of not dealing with
actual teams it enabled team leaders to:

® work on darifying the strategic fit of the teams;

¢ clarify the roles of team leaders, project managers, team fadilitators, team
members and the overall team structure;

¢ highlight the myths about each part of the organisation and the culturally

_ different ways of doing things:

® demonstrate the use of cultural value checklists for setting ground rules;

® learn different problem solving, conflict resolution and decision making
skills; .

® explore the best use of different technologies in the thythm of working
together and apart; ‘

® role play resolving some of their worst interpersonal conflicts;

® create feedback to senior management;

® brainstorm the ways forward in which the project leaders could share best
practices across the business and support and learn from each other.

This intervention provided a valuable *kick start’ for all the new leaders.

Many of the development interventions discussed so far take place away
from the actual work of a real international team and are to an extent ‘off the
job". These can be of enormous value and are certainly better than letting
them, ‘figure it out for themselves’. However, it is our experience that the
best way to train international team leaders and members is ‘on the job’ by
working with intact teams with their actual issues and providing development
‘just in time’.
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" “Justintime! development -~

For example, you are working with & team who have to prioritise a range of issues
they need to take action on, as they work through each set of issues you introduce
different problem solving and priorifisation techniques for them to use. The
advantage is not only do they learn new skills, they also immediately know how and
when to apply them. S Lo ' o
Alternatively a team may have an issue that needs:resolving and there are a
range of diverse and conflicting vie&vsheld by team members. You can introduce
conflict resolution tools and coach the team to use them on the issue they need
to feSOVi_V&. f e o G e ) i o

The final aspect of development to comment on at this point is the issue of
succession planning. Organisations should focus their energies, not just on the
current international team leaders but on developing the next generation.
International team working is going to become more prevalent and no
organisation we have experienced has a sufficient cadre of potential leaders
waiting in the wings. The development will not be wasted as the skills they
acquire will enable them to be even more effective team members, even if it is a
while before they have the opportunity to lead an international team
themselves. Some of the approaches to developing actual and potential leaders
are outlined in Table 10.2.

Table 10.2: Developing potential and actual international team leaders .

Potential international team leaders New and actual team leaders

Some overseas experience or international On-going 360 degree feedback
environment : Sharing best practices; social, formal, paper,
Being a team member electronic
Interviewing and shadowing actual team Create an experienced leaders network. They
leaders can act as mentors to new appoinkees

Being aware of the skilis required and looking for Specific skills training as and when needed
Opportunities to develop them in their current
ole

Being the facilitator of the team Other company visits

Online training, books, videos, journals,
conferences elc.
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Summary Leamning Points

e Do not assume staff have the skills to work effectively in infernational
teams - even if they already have leadership roles locally.

e Think laterally about who needs development - it may not be those
doing the travelling Don’t overlook existing development opportu-
nities for developing international skills.

e Developing cross-cultural awareness is critical - national, organisa-
tional and functional cultures - for effective international teams.

e Use a broad range of development approaches and fechniques
according to the cultural needs of the team rmembers.

o Develop ‘justin time’ whenever possible.

e Focus development on potential as well as existing team leaders and
members.

Evaluating Intemnational Teams

As highlighted in Chapters One and Eight, international teams are often created

to deliver particular strategic benefits to the organisation. It is therefore
somewhat puzzling that very few organisations have effective processes or
measures for evaluating the teams they establish. Where performance measures
do‘exist, they often focus on only part of the picture, usually the output of the
team or draw conclusions about performance prematurely. This can lead an
organisation to come to erroneous conclusions about the performance and
effectiveness of the international teams they create.

Most organisations have performance criteria at somé level in the organisa-
tion, even if it is only individual work objectives that get reviewed annually.
The purpose of the discussion here is not to propose an elaborate evaluation
process. Instead it will focus on the key issues relating to the evaluation of
international teams to enable organisations to make any modifications to their
existing approach. When establishing the evaluation criteria for an international
team the critical issues that organisations need to pay attention to are as
follows.

Differentiate between measures of team performance and measures of
outcome effectiveness

The first issue that needs to be considered here is what aspects of an
international team’s performance does the organisation wish to evaluate and

-
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what is the purpose of the evaluation? The second issue is how to differentiate
the team’s performance from its effectiveness. In this context, ‘performance’ is
defined as the dynamics and interactions of the team, eg

® how well does the team create and sustain high levels of motivation?

how well is the knowledge and skills of the team members used? or

® how well does the team manage its relationship to its sponsors and
clients?

‘Effectiveness’, on the other hand, relates more to the tangible outputs expected
by the organisation, eg

® the quantity of units produced to a satisfactory qudlity standard;
® the number and diffusion of innovations;
® milestones completed within time scales and budgets.

A team may perform successfully, yet through factors outside their control, -

eg a sudden decline in the market; a change in exchange rates of an
unforeseen quality problem with a product, remain ineffective. The important
message about differentiating between - performance and effectiveness is that
for far too long international teams have only been evaluated on the
effectiveness of task outcomes. This misses the richness that international
teams can bring to organisations, in particular their role in enhancing the
organisation’s capability to operate globally over an extended time frame.
As a result, companies lose not only individual motivation and morale, but
also all the learning about how to work effectively as an international team
in that particular corporate environment. A team needs to be evaluated on
how it was performing, how well it can share that learning, as well as on
the impact of the outcome.-

A dlassic example that demonstrates the need to separate performance and
effectiveness is when a pharmaceutical product development team discovers

‘that the compound it is developing has serious toxic side effects that require the

project to be cancelled. One could argue that the outcome effectiveness of the
team is zero, they have not got a medicine onto the market, but this misses the
point. If the team has discovered how to work well together while being spread
around-the world and can pass on that leaming to other product development
teams in the organisation, it can make a significant contribution to the global
capability of the company and its ability to develop compounds and medicines
faster in the future. To enable both issues to be evaluated and recognised
international teams need to set clear performance as well as effectiveness
measures.

CaE
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‘Examples of performance measures set by mtemationg teams include:

o The team has setand adhered to clear goals, targets and time lines, . e

o ‘The team managed conflict constructively and maintained inclusive and open

- communication, g ‘

‘The team managedto effectively select andinvolve new members and tactfully let
go of inappropriate personnel,

The knowledge and skills in the team have been used effectively.

The team effectively handled unexpected crises and deviations from the initial
plan. , :

v and actively listened to clients, sponsors

4 Q.é[iﬁe& the external fadtors that will
\ staying abreast of changes -

These are general examples of performance measures. Each international team
should use measures that are created for their own specific circumstances and
can be used at both the team and individual level as desired. Measuring these
performance criteria will be subjective. They will be gathered by interviewing
or surveying team sponsors, leaders and members. In our experience, the
responses are more useful and more discerning when they are clearly related to
specific group events, concrete examples, decisions and objectives. Hence the
need to keep a record of the group process from the start-up phase of the team
life cycle. The resultant measures are then more credible to outsiders and more
useful to other teams as leaming experiences.

A much wider pool of people, including members of other teams, company
personnel and perhaps even external clients can be included in the assessment
of some of these performance measures, Again, if the team has kept a learning
log of its activities in this area, it will be far easier to back up and support both
internal and external perceptions of how it managed its relationship to the
external environment. Clearly if a team creates innovative strategies for
performing well on these issues, but has also recorded that performance so
that others can learn from it, it is providing a huge wealth of knowledge about
the performance of future teams, whether or not the product it was working on
becomes a best seller or is shelved due to some quirk of fate.

The main item to be measured in effectiveness is the extent to which a team
produces a product or outcome that adds value to the company. Which éxact
measurements of sales, cost, quantity, quahty number- of errors, capacity,

impact on processes, timing etc are most relevant will be specific to each -

team and product. Some will be easier to measure than others, some more
effected by purely external changes than others. Production and sales teams
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may have a much easier task quantifying their effectiveness in financial terms
than a training or facilitation team. But as mentioned earlier, the sales team'’s
results may rely much more on market fluctuations than their performance. The
facilitation team’s success may depend much more on their performance but
they will have a harder time coming up with financial figures.

It is important to get commitment to evaluating both the team'’s performance
and effectiveness from line managers, because the team’s performance as a team,
many task focused managers will often say, is only an issue if they mess up on
the outcome. Given that every company with international teams is either on a
steep learning curve, paying high costs for complacency. or heading for
disaster, not supporting good team performance, ignoring the learning from
previous teams and then complaining when international teams crash and burn
is like driving a car down the fast lane of the motorway without taking any
driving lessons. Not something that organisations who are serious about
globalisation are going to do.

Link evaluation of performance and outcomes specifically to the purpose of each
international team.

Involve the team members

A joint process of establishing evaluation criteria brings a sense of fair play and
involvement that will greatly increase the team member’s motivation and hence
performance. The impact of such procedural and interactional justice* is
increasingly recognised as crucial in creating successful working environments
for international teams. By involving team members in. establishing . the
evaluation criteria, each team can assess the different level of control they
have over different aspects of their work and environment and therefore what
they can justly be accountable for and what they can't.

This is particularly critical for international teams as people from different
cultures have different perceptions of the extent to which they can control the
events around them. As described in Chapter Two, these differences spring
from very different perceptions of self, deeply felt religious and social
differences, different types of education, levels of wealth and even climatic
differences. It is hard to feel much in control of life when rains are infrequent,
unpredictable and mean the difference between living, and dying. To have
autonomy over resources implies that there are sufficient in the first place.
Looking again at the list of performance and evaluation criteria above, each one
will be subject to different cultural assumptions about and preferences for what
is important. That does not invalidate the criteria themselves. It only means that
they need to be arrived at after full discussions. This discussion is critical
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because without perceived autonomy, the link between team performance and
outcome effectiveness will be increasingly beyond team members’ control.*

In our experience, if the process of establishing and measuring evaluation
criteria is well done it contributes more to performance, than any resulting
reward structure. This does not need to be a complicated process, following
these three simple steps is often all that is required:

1 First, the team sponsor, leaders and members need to clearly decide the
purpose, goals and expected outcome of the teamwork.

2 Second, they need to agree how those goal and outcomes are going to be
measured.

3 Third, they need to agree the timing and process by which the people
involved will give and receive feedback on their work.

Such a process brings about a crucial interaction between team sponsors, leader
and members. It forces team sponsors and senior management to clarify the
purpose of the team and to translate that purpose into clear business objectives
with measurable outcomes. This in turn enables the team leader and members to
work out which aspects of the work and which behaviours will best meet these
objectives and therefore the criteria on which their success will be evaluated. It
also informs them which aspects of the work are already deemed important and
which aspects they may have to fight for. For instance, if the sponsors have
given a primary cost cutting goal and the team discovers that it will create
unforeseen problems with quality; they know where they are going to need to
focus their persuasive powers.

A collaborative evaluation process highlights critical barriers to success as early as
possible.

Take cultural sensitivities into account

Evaluation is probably the most culturally sensitive process within international
organisations. The measures chosen by the company will themselves be based
on a wide range of culturally different assumptions and people will have strong
preferences about how the process is conducted. Having decided the criteria for
evaluation involving the teams, the next task is to decide the process. There are
recognisable differences in the way that people of different backgrounds and
nationalities respond to interview questions and surveys. We find Americans
tend to be loathe to commit negative criticism to paper, while Finns prefer to

write what they will not say directly in person. Some people will be much more _

explicit over e-mail, and others will treat the written word very formally. -

*Much of what follows has been recently clarified by Brodbeck F C in Handbook of Work Group
Psychology, ed. M A West.
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Surveys give you numbers and better means of comparison, but are fraught
with doubts about how each item was interpreted. Increasingly sophisticated
on-line 360 degree assessment tools, that invite boss, peer and employee
feedback, are being established that can be used by both co-located and
dispersed teams. These tools can generate the essential intermediate team
health checks for learning purposes that are all important for performance.
However, care must be taken in interpreting the results.

Surveys have come back from Scandinavian countries where individuals have
systematically marked each question three on a five-point Likert scale. When
the respondents were questioned about this, they usually say that the answer
depended on how you looked at it, and so three was the best way of stating
that awareness of two possible answers. Many other Europeans seem to feel
much easier about marking something a five or a one.

Similarly, in one organisation that introduced an anonymous and confidential
360 degree feedback tool for development purposes, none of the American
team leaders scored below a three (six was excellent) despite verbal feedback
from team members to facilitators that at least three of them should be removed
for under performance. The team members were not prepared to commit this to

paper even though the survey was anonymous. This has led some researchers
to suggest that a ten-point scale leads to more consistent cross cultural -

answers®. :

Sometimes it can be the corporate culture, rather than national preferences
that lead to skewed responses to surveys. For example, in some organisations,
such as the UN, an unspoken corporate agreement not to rock the boat on
paper has meant that giving a ratings of less than three (if five is excellent) is
just not the thing to do. Evaluation becomes a yearly bureaucratic irritation
instead of an innovative individual and corporate learning tool that supports
people’s curiosity and appetite to do better.

As a response to these difficulties with written surveys, some organisations

have introduced verbal team evaluation processes. The advantage of interviews

and group discussions is that the different interpretations and perceptions of the
questions can be picked up, misunderstandings can be clarified and wording
changed accordingly. Even then, as Chapter Two illustrated, some people can
find both public and private face-to-face praise or criticism unacceptable. It may
be that a combination of written surveys followed by verbal explorations of the
responses may be the most culturally valid means of evaluating the perform-
ance of international teams.

Effectiveness measures, being somewhat more objective, may be easier to,
capture in a valid and reliable process across the world. In establishing an

evaluation process for their international teams, in our experience, organisations -

should focus on establishing comparable effectiveness measures that are seen.as
acceptable globally. If organisations need to compare their international teams
they should use these effectiveness measures.

Organisations then need to recogruse that establishing standardised absolute

|
1
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evaluation measures for performance that can be normed globally is fraught
with difficulty and probably not worth the effort. They should focus energy on
facilitating teams to establish their own performance measures that the team can
use for leaming and development. Teams should therefore not only have to
work through the evaluation criteria themselves, but also generate an
evaluation process that works for everyone in the team.

It evaluation is going to work for the whole team, there may need to be different
individual processes for arriving at a team response.

Ensure timescales for evaluation are not premature

It is critical that managers recognise that culturally diverse teams have
significantly more perspectives to work through and integrate at the initial

stages of their work. The ‘start slow, to end fast’ maxim explored in Section

One of the book is absolutely critical to understand when considering the

evaluation of international teams. Too many organisations have got impatient .
with international teams, mistakenly only focusing on outcomes and cancelling B
initiatives too soon. This results in low motivation among team members, who

often feel they are just beginning to see the fruits of all their hard work, and
significantly handicaps the organisation’s ability to develop any sustainable

global capability. The organisation leamns nothing about how to set up and

sustain successful international working in the future.

‘Start slow, to end fast' is critical for evaluating international teams.

|
Summary Learning Points - | . |

e Todevelop a sustainable global capacity, itis critical to link evaluation
to the performance and outcomes of the international teams.

e Create measures specifically for each team that are linked to their ,
purpose and the corporate strategic intent. ' '

e Involve all the stakeholders in the evaluation process, if you are ;
serious about getting results.

e Ensure evaluation measures are culturally appropriate.

o Don’tevaluate prematurely. : | o

-

Throughout this discussion on evaluation,‘ we have not made any explicit link
between evaluation and reward, although pay for performance is currently in
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vogue in many multinationals. Evaluation is valuable in its own right, without a
link to pay, as a tool for leaming and development. However, reward is an
important organisational process and one that has received much attention
recently. The last part of this chapter will therefore focus on the role of rewards
in creating an organisational context where international teams can thrive.

Creating Rewards Practices that Encourage Effective International
Teams

Rewards need to be related to evaluation. So far we have said that in order to
evaluate international teams well, senior management, human resources and
team leaders need to:

® Understand that international teams are usually aiming for targets that will
have much broader impact than those that can be achieved by national
teams.

® Understand that as a result, premature evaluation may miss the point.

® Understand that working through to create the criteria for evaluation with
team member and sponsors will probably have a far larger impact on
commitment to the team and the team’s goal than any reasonably equitable
reward system. '

¢ Differentiate between performance criteria and effectiveness criteria.

® Focus the time for evaluation throughout the team life cydle.

These actions will go a long way in creating a sense of focus and faimess in
what the team is working towards and what they are being measured on. In fact
if organisations put in effective evaluation processes, they may not need to
spend much extra effort in aligning their rewards practices.

It should be stated up front that much of the energy and effort that
organisations invest in creating sophisticated, equitable global rewards practices
is, in our experience, rarely worth it. In our view, organisations and inter-
national teams are complex systems that can rarely be reduced to the level of
simplicity required for an effective rewards process and organisations may be
better focusing on the other organisational processes mentioned in this chapter.

So what reward practices are organisations experimenting with? Most of the
radical team based reward experiments in America and Europe are going on in
self managed teams.* They are mostly at middle and lower levels of the
organisation, mostly nationally (although possibly not ethnically) homogenous
and mostly co-located. It is likely the impact of these practices is as muych that
team members are involved in deciding how they are evaluated and how they
share out their profits as whether everyone thinks that the end result is totally
equitable. -

*We have very little first-hand knowledge of Japanese or Asian based companies and so we
confine this discussion to American and European companies.
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Many Western companies seem to have gone through a cycle. The idea of
performance related pay took hold in America and Western Europe and
different portions of individual's pay became linked to their output and more
recently to their skills development. This had some positive and disastrous
effects. For many functions (eg sales, manufacturing) productivity appeared to
increase for a time, in others, like R&D departments, people stopped sharing
ideas before their managers acknowledged and attributed them to the indi-
vidual. To overcome these effects of individuals behaviour sub optimising the
organisational goals, there has been a move towards team based rewards. This
approach has also had its advantages and disadvantages. One consequence was
a shift from individual competition to increased inter-team competition. This
then encouraged organisations to return to a total company based performance
bonus or profit share, which is where many of them started before they started
down the route of performance related pay.

Different practices for different teams

Our experience has been that there is no single preferred effective process for
rewarding international teams, and organisations have experimented with
different practices to suit the needs of their specific teams as the following
three examples illustrate.

DL L0

Vith rewards
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In Seagram, where the teams only lasted six to eight months, all members and team
leaders stayed on their home country scheme (normal scheme) and didn’t get any
salary adjustment or grade upgrade. It was thought to be unnecessary luxury for
the duration of the team. They got housing support (they were co-located for the
duration) and could bring their spouse on company expense. The only monetary
reward was through the incentive scheme. For re-engineering team members that
was changed to 50 per cent on the performance of the team (metrics were part of
the overall workplan of the team), 50 per cent on the performance of Seagram
overall with the guarantee that they would get at least as much as what they would
have got in their business unit (this just in case a business unit was doing
.‘;ex!rgm‘e!y well) Given:the very,demandmg nature of the work in the team many

etter ; ngemng that kmd of bonus than when they had,

As shown in Table 10.3 the transnational team survey did show that for the
organisations that took part in the study theé most common pattern overall was
most team members on different pay schemes, paid by their home country
organisations, evaluated by the team leader and using individual goals and
appraisal systems. However, even in this study, the patterns did depend to
some extent on the type of team.

Even in virtual teams (those that rarely or never meet), Jessica Lipnack also
reports® that in her experience, different companies have similar mixed
approaches to reward. ‘Some, for example, reward one third on personal
goals, one third on goals of the organisation that you report to, and one
third on goals of the virtual team. Others just use input from the virtual team
(eg peer reviews). Still others have decided not to reward individual teams at

Table 10.3: Reward practices by team type

Type of team Different Individual Group Paidby Evaluated
pay rewards = rewards home by team
schemes country leader

Infernational joint venture 41 289 186 436 335

Corporate headquarters 289 376 29 328 431

Nationatsubsidiary 25 26 12 30 © 33

Funeuona!bams 347 319 276 325 38

Regionat headquarters 37 337 237 40.- 441

Business development/product launch 41 237 16 379 30

hternational task force, co-ordination team 40 344 172 337 26

Overall average 367 293 203 376 365
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all — whether co-located or virtual — instead deciding to reward the whole
organisation (eg Eastman Chemical, which has abandoned all team rewards).’

There is no single, easy solution to international team reward and organisations need to
consider their strategic aims and organisational cultures to consider what might be
appropriate in their circumstances.

The barriers to integrating rewards globally

Organisational sponsors, human resources and team leaders are up against a
number of large obstacles in harmonising cross-national pay schemes. These
include:

o Different home country pay schemes and levels of pay depending on the
economic context.

o Different taxation and legal requirements especially in bonuses and com-
pany perks such as cars, housing, education, medical insurance etc.

e Different cultural perceptions of what is equitable.

® Part-time membership of multiple teams.

e Changing working practices.

Different home country pay schemes and levels of pay depending on the
economic context

it is critical to differentiate between absolute and relative pay levels. When
absolute pay levels between different countries are so different, it is hardly
surprising that no company to our knowledge has equalised pay at the same
level across the globe. In most cases if a ‘local’ person moves into a job

- previously held by an ‘international’ staff member, they remain on local pay and

bonuses, even if that means vastly different absolute pay levels for the same
role. The following example illustrates the difficulties of trying to alter base pay
levels significantly for globally mobile managers.

It is not hard to see that maintaining a ‘local’ approach to base pay and adding
in variable rewards like allowances and bonuses is the easiest way to begin.
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Different taxation and legal requirements especially in bonuses and company
perks such as cars, housing, education, medical insurance etc

One of the teams, in the video research discussed in Chapter Three, was set the
task of harmonising European pay schemes to enhance the mobility of
managers within Europe. There were three categories of issues. A for those
that could easily be harmonised, B for those that could be resolved and
harmonised with much hard work, such as the different cultural perceptions of
what is a worthwhile perk and C for those that were legally impossible. Even in
Europe, C was not a short list and related mostly to taxation and legal issues on
company benefits.

Ditferent cultural perceptions of what is equitable

Studies” suggest that many Americans still feel that it is unfair for a large part
of their pay to rely on other team members. Something, we understand, many
Japanese have less problem with. From the American point of view, inevitably
one or two people may well end up doing a lot more work than others and that
should be reflected in individually based pay. The issue of the extent to which
different cultures perceive they have control over their environment, as
discussed under evaluation, will also have a significant impact on how staff -
from these cultures will view performance related reward practices.

Part-time membership of multiple teams

Increasingly individuals are finding themselves members of several international
teams over the course of a year. In many cases, part-time participation of cross-
regional and other teams is more or less voluntary, ‘part of the job’. The
increase in use of information technology that allows people to remain spread
out and contribute in many different ways and the difficulty, at the moment, in
quantifying the impact of a lot of different types of knowledge work, mean that
evaluating and rewarding contribution equitably becomes almost impossible, as
the following example illustrates.

‘of performance related
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Changing working practices

The other challenge for organisations considering their global rewards practices
is that the way people work will change so much that trying to harmonise
international pay may well become a redundant exercise. It may be increasingly
likely that people will have some kind of base-line contract and earn different
kinds of bonuses on different teams. They will act more and more like internal
consultants, ‘hired for a job’, rather than permanent staff and so will negotiate
their rates based on their contribution to each team.

So, if base pay isn't the answer, what should organisations focus on? One
aspect that has not been discussed yet is intrinsic rewards. Participation in
international teams and high performance on these teams is often related to
intrinsic motivations as iliustrated by the following:

‘People here are skilled, experienced and self starting. With this kind of group,
professionals working together — the motivating factor is love of the job and the
industry. The job changes so much that the challenges are self renewing. This
keeps them involved and metivated.’

Head of IBM IASC Team in London, 1993

It was more intrinsic rewards such as : access to lots of senior execs across the
company (helps in a highly silo-driven organisation), exposure to CEO and senior
officers, being on a mission to change the corporation, above all tremendous
learning opportunity, and in most cases very good for your next career steps.’
Seagram HR Manager, April 1998

This issue of career advancement is often cited as one of the strongest
.motivations for participating in international teams, possibly due to increased
exposure to senior management. Organisations therefore need to consider
whether their evaluation and reward practices reinforce this motivation.
Respondents in the (TTS) survey felt strongly that it was teams which used

individual goals, appraisals, rewards and incentives, in which members were

given frequent feedback, and where membership increased their knowledge of
international business that most helped their careers. It was also important for
careers that the members were rewarded for new ideas, good performers
received more interesting work, and team members were evaluated by the team
leader. Too much emphasis on home country evaluation and reward was
considered unhelpful toward helping their careers.

Relevant rewards practices for international teams

So given that there is no single answer to international team rewards and there

are legitimate barriers to integrating rewards practices globally, what should an
organisation focus on when considering its rewards policies? The following

issues if handled correctly can help organisations create relevant rewards

practices for their international teams.
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Decide how truly interdependent the task is

If each team member is deeply reliant on other team members to perform their
part of the task, then group rewards become increasingly relevant. The
management must be clear about what improvements they expect from creating
a team rather than leaving a group of individuals working independently under
one function.

Get rid of obvious inequities

‘Oh — there is one thing that really causes hassle in our group — some of the
Americans got bonuses when we got to our last key milestone and we did not get
a bean — how is that for teamwork!’

It can be worth attempting a harmonisation exercise and deciding what can be
easily integrated, what could be integrated with some difficulty and what is
legally impossible. This brings greater understanding of the different contexts
for reward in the team. In some cases, common pots from a centralised budget

can be used to iron out obvious differences, or to give an equitable team based -

reward over and above different individual pay systems.

Develop simple and transparent variable team rewards

An example would be to give everyone 10 per cent bonus on jointly agreed
team goals. Alternatively split a percentage of profits after tax equitably across
all the teams. Some companies see giving annual prizes for different kinds of
results as the simplest way to encourage teams. The approach needs to be seen
as equitable as the following example illustrates.

Create a sense of faimess and openness

This means involving team members in deciding performance and reward
criteria and the method of distribution. Resistance to teamwork in America has
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been shown to spring from team members’ not being involved in deciding the
rules for distributing the rewards and the lack of perceived fairness®. The act of
working it through and voicing suggestions and concerns can placate most
team members’ sense of fairmess even if the outcome is fairly rough and ready.
This can be particularly important where international teams are forging into
new areas, where nobody has clear answers. These four commonsense
suggestions are sufficient to ensure that at the very least, evaluation and
reward do not interfere with good teamwork.

Of all the factors in the (TTS) survey, the one that most affected the team’s
own perception of their overall performance* was the extent to which the team
members cared about each other as people. Evaluation and rewards cannot
create that care, but done badly, they can damage it. Being collectively involved
in setting up the criteria and processes for evaluation and feedback can at least
support this care if it is there in the company.

Summary Leaming Points

e Maich the rewards practices to the needs of the organisation and the
team - there is no single ‘right’ answer. .

¢ Recognise thatthere are legitimate barriers to global integration of re-
wards practices and do not attempt to impose a ‘one size fits all’ from
HQ.
Don’t get carried away by the latest reward ‘fad’ or fashion — at the end
of the day reward will not make that much difference to the effective-

" ness of international teams.

o Decide how truly interdependent the team’s task is.

Get rid of obvious inequities. i

o Develop simple and transparent variable team rewards.

o Create a sense of fairness and openness.

This chapter has taken an extensive look at five core organisational processes
that can significantly impact the effectiveness of international teams within
organisations. Too often the design and delivery of these key processes is
delegated to the HR professionals within an organisation. We believe this to be
a fundamental mistake — not because we believe that the HR function is not
competent to undertake such a task, far from it, rather we believe that these are
processes which are foundations for an organisation’s global capability. If they
are aligned with }he corporate strategic intent, they can free international teams
to focus on the performance and effectiveness targets that will deliver business

*
There were no external measures.
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success, if they are ignored or worse conceived and implemented badly, much
organisational energy will be diverted and wasted. Senior management, HR and
international team leaders and members must work together to design and
implement the processes and practices that facilitate the ability of the teams to
deliver.

Summary of Key Leamning Points

Align key organisational processes to the purpose of the international
teams and the corporate strategic intent.

Involve all the key stakeholders in the procedure of developing the pro-
cesses so that they fully understand the barriers to global integration.
Ensure alignment between the core processes —for example, don’t try
and reward outcomes that are not being evaluated.

Engage team leaders and members in the design and development of
these processes to increase their commitment to the output.

Create forum fo share best practice across the organisation.






