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The Interculturally
Competent Global Leader

Margaret D. Pusch

ontemplating the work that leaders do in society, in organizations, and in
the world raises a number of questions about the skills that are necessary,
the attitudes that are important, and the intellectual capabilities that are
essential to be a global leader. Great leaders have not always been intellectually
impressive (although some level of intelligence is necessary) or endowed with extra-
ordinary skill (although some level of technical skill is important). Seemingly gifted
individuals have failed, and seemingly less endowed people have soared. Especially in
this time of international connections—of organizations that span the earth; of
human, economic, and environmental problems that cannot be solved without cross-
ing borders; and of the need to think in terms of the global context—it is important
to identify those critical abilities that are fundamental to functioning as a leader in the
global intercultural environment. It is equally important to determine how those abil-
ities can be learned by the greatest number of people in all our societies. The focus of
this chapter is to identify the critical elements of the interculturally competent global
leader and to suggest ways to encourage the development of those competencies.
Most research about leadership is rooted in a single culture, and much of it is
tied to advice on business practices in various countries as contrasted with cultures
in the West. One obvious example is the long list of books devoted to doing busi-
ness with the Japanese that began to emerge in the mid-1980s (Brannen & Wilen,
1993; Hall, 1993; Hall & Hall, 1987; Ishinomori, 1988; March, 1988). There has been
attention to how leadership differs from one location to another, showing contrasts
in the approaches to leadership in different countries and different parts of the
world (Hampden-Turner & Trompenaars, 1993; House, Hanges, Javidan, Dorfman,
& Gupta, 2004; Lewis, 2005), how leadership matches what motivates workers
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(McGregor, 1960; Ouchi, 1981), and then increasing attention to global leadership
and management skills in the business world as well as the public sector (Brake,
1997; Harris, Moran, & Moran, 2004; Kanter, 1995; Rosen, Digh, Singer, & Phillips,
2000). Leaders, whether they remain in their home culture or work in the global
arena, must function in an environment where the population, the needs, and the
values are diverse. This requires a mind-set, heart-set, and skill-set that can carry
across cultural boundaries, encouraging a shift in worldview and perspective and
thus achieving clarity and integrity in complex situations. While some may be born
to be leaders in their own culture,' leaders with an ability to deal constructively in
intercultural situations are made. These leaders must reach a new realization of
how worldview and behavior are deeply influenced by cultural origin and how
these differences can be bridged. They must learn to be interculturally competent.

Intercultural Competence: How Is It Defined?

Recent research (Deardorff, 2006) conducted to identify the components of inter-
cultural competence resulted in a diagram that was a composite of the consensus
reached by a panel of experienced interculturalists that included trainers,
researchers, and international educational program administrators within the
United States, Canada, and the United Kingdom. The resulting pyramid layers the
competencies in a system' that shows both internal and external outcomes of
increased intercultural competency.

Most competence “lists” are just that, a lengthy listing of the many competences
that are part of intercultural effectiveness. Deardorff’s (2004) panel agreed on 44;
she consolidated and constructed them into the pyramid pictured in Figure 3.1,
suggesting that one begins with attitude and moves toward acquiring the skills and
knowledge that produce both internal and external results. It could be argued that
attitudes can be influenced by the need to function in a manner that allows one to
navigate in an unfamiliar cultural environment or multicultural situation, which, in
turn, produces a change of attitude. However, there must be the motivation to
explore, to be, as Kemper (2003) puts it, an “edgewalker” Deardorff presents the
acquisition of these competencies as a process that begins with attitudes of respect,
openness, and curiosity, arguing that they are fundamental to the process of achiev-
ing the desired outcomes.

An exhaustive study of leaders in world-class companies in 27 countries, from
Indonesia to Australia to China to Turkey and the United Kingdom, searched for
those challenges faced by highly performing leaders in the global economy and the
qualities that were essential to dealing effectively with those challenges (Rosen et al.,
2000). One point became clear: “Leaders who leverage employees’ intellectual capital,
collaborative relationships, and cultures will thrive in the new millennium” (Rosen
et al,, 2000, p. 24). The ability to do this called for the kind of skills, attitudes, and cog-
nitive flexibility that is represented in the Deardorff model. Earlier, Brake (1997) cre-
ated the global leadership triad in which he put relationship management, personal
effectiveness, and business acumen at each point in the triangle. Cross-cultural
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Desired External Outcome
Behaving and communicating effectively and
appropriately (based on one’s intercultural
knowledge, skills, and attitudes) to achieve
one's goals to some degree

Desired Internal Outcome
Informed frame of referenceffilter shift

Adaptability (to different communication styles and
behaviors; adjustment to new cultural environments)

Flexibility (selecting and using appropriate
communication styles and behaviors; cognitive flexibility)

Ethnorelative view; empathy -

Knowledge and Comprehension <‘A:> Skills
Cultural self-awareness To listen, observe, and interpret

Deep understanding and knowledge To analyze, evaluate, and relate
of culture (including contexts, role
and impact of culture and others’
worldviews).

Culture-specific information
Sociolinguistic awareness

Requisite Attitudes
_Respect (valuing other cultures, cultural diversity)
Openness (to intercultural learning and to people from other cultures, withholding judgment)
Curiosity and discovery (tolerating ambiguity and uncertainty)

« Move from personal level (attitude) to interpersonal/interactive level (outcomes).

« Degree of intercultural competence depends on acquired degree of
underlying elements.

Figure 3.1 Model of Intercultural Competence
SOURCE: Deardorff (2006). Used with permission.

communication, curiosity and learning, and thinking agility, among other attributes,
ranked high in the required capabilities of global leaders (Brake, 1997, p. 44). To lead
in a collaborative global enterprise, it is essential that there be global competency
development to produce leaders who can exhibit intercultural competencies.

There is extensive literature on intercultural competencies (see Spitzberg &
Changnon in Chapter 1, this volume, for a comprehensive discussion of the litera-
ture), but the Deardorff model is a succinct visual research-based display of what
has largely been discussed in other texts. A search of the literature shows that nearly
all studies, no matter what the terms used in each study, identified four general



Chapter 3 The Interculturally Competent Global Leader

behavioral capabilities or abilities that are critical to being effective and appropri-
ate in an intercultural situation:

1. The ability to manage psychological stress
2. The ability to communicate effectively

3. The ability to take advantage of the interface between different cultures and
the knowledge that comes from different cultural orientations

4. The ability to manage change in a borderless environment where culture is

asserted even more, as the national borders dissolve, and where cultures
encounter each other immediately through technology (Rosen et al., 2000,
pp- 32-33)

The short list of skills that supports these capabilities, created by Gudykunst
(1991), is appealing because those skills seem to be the most important and they
can be acquired through education and experience.

1. Mindfulness—being cognitively aware of our own communication and the
process of interaction with others. The usual pattern of being aware of our own
communication: “Will they like me?” “Am I making a fool of myself?” “What can I
say to make an impression?” or, in the case of leaders, “How can I maintain control?”

A more effective approach: “What is happening here? How are we reacting to
each other?” “What can I say or do to help this process?” In other words, focusing
on the process rather than the outcomes but being able to have a vision of the
desired result. As Brake (1997, p. 205) suggests in the cultural learning cycle, it is
essential that the global leader be able to recognize differences (which can be more
difficult than it sounds), discover what they mean, and create new ways of relating
as well as being able to reflect on and learn from the experience. Often the reflec-
tion part is neglected—the tendency is to move on rather than review and redis-
cover what might have been learned and the implications for the future.

2. Cognitive flexibility—being able to create new categories; the ability to make
more rather than fewer categories and avoid the tendency to stuff new information
into old, preset categories. This includes being open to new information, being
aware of more than one perspective, and becoming aware of how we interpret mes-
sages and situations differently than others.

S. Black, Morrison, and Gregersen (1999) use the term savvy to indicate that
global leaders have the ability to identify and capture resources that are needed and
to make decisions, knowing when tc wait for more information and when to move
forward without all the information that would be useful.

3. Tolerance for ambiguity—the ability to be in a situation that is unclear and not
become overly anxious but to determine patiently what is appropriate as the
dimensions of situations and conditions become apparent.

» Low-tolerance people seek information to support their own beliefs.
» High-tolerance people seek “objective” information from others to gain an
understanding of the situation and to accurately predict the behavior of others.
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An important element within this skill is curiosity, emphasized by Deardorff
(2006; see Figure 3.1) as well as others. S. Black et al. (1999) identify “inquisitive-
ness” as a component of global leadership for business, suggesting that it is the
“glue” that holds everything together and breathes life into the skill set that
Jeadership requires. Black et al. also label “embracing duality” as that ability to man-
age uncertainty and balance the tensions present when global and local needs and
interests come into conflict. They found that global leaders actually seek out those
situations or environments in which tension and uncertainty exist at a high level.
This suggests that a tolerance for ambiguity not only is a critical skill but also ener-
gizes global leaders.

4. Behavioral flexibility—the ability to adapt and accommodate one’s own behav-
ior to people from other groups. One important aspect is to know more than one lan-
guage, but language skill does not translate automatically into intercultural skill. One
can be a fool in more than one language, and it is quite easy to behave foolishly in an
unfamiliar culture. Language does not automatically endow one with cultural knowl-
edge or the ability to adapt to different communicative styles or behaviors. This can
be supported by the Deardorff (2004) study in which the experts did not reach con-
sensus on the role of language in intercultural competence. Interestingly, one suc-
cessful leader noted that “I used to think language skills were as important as cultural
adaptability, but I now believe adaptability is far more important. . . . It can be very
dangerous to pick people because they have language skills and then find out they
have very little cultural adaptability and little interest in adapting” (Brake, 1997,
p. 62). With or without language skill, the ability to engage in chameleon-like behav-
{or remains critical to functioning interculturally (Pusch, 1994).

5. Cross-cultural empathy—being able to participate in another person’s expe-
rience in your imagination; thinking it intellectually and feeling it emotionally. The
ability to connect emotionally with people and showing compassion for others,
being able to listen actively and mindfully, and viewing situations from more than
one perspective is an important set of skills that demonstrate empathy.

Brake (1997) describes global leaders as capable of managing relationships, having
business acumen, and having personal effectiveness. There is stress on the funda-
mental capacity to be entrepreneurial, to have professional expertise and know the
business the leader is in (whatever it may be), and to be strategically and organiza-
tionally astute. However, this cannot be used effectively without a “global mind-set.”

‘ Included in that mind-set are the competencies that Deardorff (2004, 2006), S. Black

et al. (1999), and others list. Generally, it is suggested that a global leader must be able
to stretch one’s mind to encompass the entire world with all its complexity, while
those who lead domestically need only take what is local and familiar into account.
S. Black et al. (1999) indicate several other important attributes exhibited by
global leaders: “demonstrating high personal integrity” and inquisitiveness, a state
of mind rather than an acquired skill (although it can be encouraged).
Inquisitiveness (curiosity in Deardorff’s [2004] model) produces an orientation to
learning that is essential in a world that changes faster than leaders can reinvent
themselves (Rosen et al., 2000, p. 25). The world is full of paradox and contradictions
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that must be navigated every day. A television advertisement says, “Life comes at
you fast,” and indeed, this is a common challenge for anyone in a leadership posi-
tion. The intercultural field, especially intercultural training, has always been ori-
ented to learning how to learn and considers that process fundamental to being
effective in any cross-cultural or multicultural environment. Thomas Friedman
(2005a), in a New York Times column, wrote of high school teachers who had
inspired students and were nominated by college graduates as those teachers they
especially remembered and appreciated. Four were selected to be honored over the
college graduation weekend. Friedman noted that in an age when jobs are invented

and become obsolete with some frequency, the “greatest survival skill is the ability

to learn how to learn. The best way to learn how to learn is to love to learn, and the
best way to love-to learn is to have great teachers who inspire you.” If a love of learn-
ing fueled by curiosity is a critical attribute for global leadership, it seems that
investment in education and recognition of the influence of good teachers are
essential. Moreover, developing global leaders within corporate and other organi-
zational environments calls for similar inspirational training and mentoring.

Ethical behavior has been an equally important concern in intercultural work,
and being inquisitive, as S. Black et al. (1999) suggest, may contribute to making
ethical decisions, taking into account the concerns of local people as well as global
goals in a given situation. Ethical decisions cannot be made from some universal
code of conduct since none exists. They must be made, recognizing that there are
multiple choices, drawing on the knowledge of various options, and being sensitive
to the cultural issues involved.

J. Bennett (2009, p. 97) sums this up in a list that consists of a cognitive dimen-
sion (mind-set) that includes, among other qualities, culture-general frameworks
that can be useful in sorting through the differences encountered, a behavioral
dimension (skill set) that includes empathy, and the affective dimension (heart set)
that includes attitudes and motivations mentioned above.

It should be assumed that if the competences and qualities discussed in this
chapter are present in an individual and encouraged in a group, a high degree of
cultural self-awareness is present. One of the first steps in becoming an intercultu-
rally competent leader is to achieve awareness not only of one’s home culture but
of its influence on one’s behavior, values, and ways of looking at the world. Indeed,
the widely stated admonition to start with oneself at home is an important one.
Often, this occurs, however, when you leave home because it is hard to see your own
culture when you are in the midst of it. Interestingly, nearly everyone who writes on
the topic of leadership indicates that the early step in becoming globally competent
is to begin to experience life in places other than your home country/culture. We
can, therefore, build future leaders by having them participate in structured learn-
ing experiences abroad both during their student years as well as in a working situ-
ation. Building structured learning opportunities into business travel has been
recommended most notably by Oddou, Mendenhall, and Ritchie (2000).

Finally, as mentioned earlier, the term edgewalker has been used to describe the
“new-century leadership paradigm” essential in a complex world. Kemper (2003)
states that living in a diverse world “is more than a mental construct, a memorized
list of cultural differences, or a willingness to be tolerant. It’s about examining how
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well we function at the margins and interfaces of life, where divergent ways of being
and believing meet and collide.”

As implied in the work devoted to identifying intercultural competencies, espe-
cially those important to global leaders, how well one functions at the point of
interface calls for the competences discussed here. However, the willingness to go
beyond tolerance and to be fully inclusive requires a higher level of commitment—
one that involves taking responsibility for being personally connected with and
learning from and caring about those who are unlike ourselves. This means a seri-
ous exploration of our beliefs and our convictions, as well as an ability to deal with
the chaos that characterizes the world as we now know it. As Black and Gregersen
suggest (2000), this requires a reordering of one’s mental map, of stretching one’s
mind beyond the known to include the entire world. While no one can know every-
thing about every country or region of the world, one can take on that “global
mind-set” that recognizes that the map that was developed while growing up does
not transfer to the rest of the world.

‘Global Leadership: Why Is
Intercultural Competence Important?

Global leadership obviously requires crossing national borders and encountering
many different cultures both within and among those borders. Defining the acti-
vity of “leadership” and the term leader is not an easy task, but attempts have been
made to differentiate between the two and between being a manager and a leader.
Bert Lance, President Jimmy Carter’s budget director, declared “if it ain’t broke,
don’t fix it” This defines how managers think. Leaders understand that “when it
ain’t broke may be the only time you can fix it” (Zaleznik, 2004). Leadership is seen
as an activity, the process of mobilizing a group of people to accomplish a goal or
fulfill a vision. While others, the followers, may carry out many of the tasks and be
those without whom a goal could not be accomplished, the leader must articulate
and inspire with vision, take responsibility for the outcome, and carry out the
leadership function in collaboration with others (Golandaz, 2003). The leader is the
one looking ahead, defining the path, and helping others take the walk. If this is to
occur in a global setting, it necessarily involves people from different cultures with
distinctly different ways of thinking, behaving, and valuing the activity and per-
ceiving and accepting the vision or goal. The leader, therefore, must be an effective
intercultural communicator.

Friedman (2005b), in his book The World Is Flat, states that culture matters when
it comes to economic success. He explores the concept of “glocalization,” which
means the ability to absorb foreign ideas and the best practices from other places and
meld them with indigenous traditions. He suggests that a culture that is tolerant of
others, builds trust enough to allow strangers to collaborate together, and whose
elites are concerned with the masses and ready to invest at home influences how well
it will flourish. “When tolerance is the norm, everyone flourishes—because toler-
ance breeds trust, and trust is the foundation of innovation and entrepreneurship.



Chapter 3 The Interculturally Competent Global Leader

Increase the level of trust in any group, company, or society, and only good things
happen” (p. 327). While Friedman’s focus is almost exclusively on economic activi-
ties, his words ring true for leaders in every domain because while culture matters,
it can also change. Culture is “nested in contexts,” not hardwired into human DNA.
The contexts can be altered, and leaders can change and adapt to meet the impera-
tives of the challenges that exist; local leaders and those who function in the global
arena must be prepared to engage in glocalization (Friedman, 2005b).

Research shows that culture matters in all forms of human endeavor and cer-
tainly in how leadership is exercised. Hofstede (2001) demonstrated how cultures

cluster along certain cultural patterns; similar results were demonstrated earlier by

Hall (1959, 1966) and Haire, Ghiselli, and Porter (1966). Hofstede showed that cor-
porate culture does not trump the native cultures of employees. While they may
adapt to the corporate culture, their native cultural tendencies often prevail. These
are resources that leaders draw on not only for insight into local cultures but as
sources of learning alternative solutions to dealing with the human condition. The
research of both Hofstede and Hall continues to be relevant as it provides general
templates to help identify the characteristics of a culture and behavior that may be
exhibited and encountered in a multinational, multicultural environment.
Hofstede’s research on power distance, for example, has implications for how to
lead in an environment where the leader is expected to care about and assist in
many aspects of the employee’s or a student’s life as opposed to a flat organization
where power and responsibility are more evenly distributed. Hall’s research on how
time is viewed and used and on how relationships are more important than indi-
vidual achievement provides considerable insight into what gives meaning to life
and what motivates people from different cultures. These “guides” are on a contin-
uum rather than being binary, so there is attention to the relativity of those differ-
ences rather than an “either/or” approach. Thus, they provide guidance to
understanding what to watch for that might have considerable impact on exercis-
ing leadership and implications for an effective response. Both these theorists
provide fundamental concepts to build the knowledge base for achieving the inter-
cultural competency that is so critical to good leadership.

Patterned after Hofstede’s seminal study, the most comprehensive study to date
on examining cultural differences in leadership is known as the GLOBE research,
compiled by the Global Leadership and Organizational Behavior Effectiveness
Project Team (House, Hanges, Javidan, Dorfman, & Gupta, 2004). Conducted by
170 researchers who collected data from 18,000 managers in 62 countries over a
period of 10 years, this team found nine distinguishing characteristics across cul-
tures that have implications for global leadership. A third of these characteristics
overlap with Hofstede’s dimensions of uncertainty avoidance, power distance, and
collectivism versus individualism while the rest are unique: assertiveness, future ori-
entation, power orientation, in-group collectivism, humane orientation, and gender
differentiation. One overarching finding, among many;, is the increased importance
of leaders’ sensitivity to cultural difference. N. J. Adler (2008, p. 171) points out that
Gardner (1995) made a remarkable contribution to the study of leadership when he
discovered that extraordinary leaders, worldwide, consistently practice reflecting,
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Jeveraging, and framing more than most people. These leaders think deeply about
what they are trying to accomplish and how they are going about it and making
course corrections when things are not going well. Second, they know what their
strengths are and focus on what they do well, pushing their competitive advantage
hard and encouraging others to do the same. Finally, they are risk takers; when they
fail, they learn from those failures and apply that learning better than others.

The Global Leader: How Can
Intercultural Competence Be Identified?

The global leader is one who embraces difference and has achieved a state of eth-
norelativity. Cultures teach us to be ethnocentric, to think of our own cultures as
central in the universe and providing the “natural” way of doing things. The default
position of people is to be ethnocentric, and yet the global leader cannot fall into
the default setting but must move well beyond ethnocentricity.

The developmental model of intercultural sensitivity (DMIS) provides a way of
identifying the personal change in individuals as they move from being ethnocen-
tric to ethnorelative (M. Bennett, 1993), a shift that is essential for global leaders.
The DMIS has three “states” of ethnocentrism (denial of difference, defense against
difference, and minimization of difference) and three states of ethnorelativism
(acceptance of difference, adaptation to difference, and integration of difference).
Ethnocentrism can be defined as the “assumption that the worldview of one’s own
culture is central to reality” (M. Bennett, 1993). Signs of ethnocentrism can be seen
in behavior that is dismissive of other cultures, is prejudicial toward certain groups,
exhibits racist attitudes, and/or sets up clear “we/they” distinctions between their
own and other groups. There may also be attempts to glorify one’s own culture.

Denial s a state in which it seems impossible to comprehend cultural difference.
This may be due to ignorance of, isolation from, or separation, voluntary or invol-
untary, from cultures different than one’s own. “Others” tend to be dehumanized or
identified in the most general of terms or thought of only in broad stereotypes.
Cultural differences are seen as something that happens somewhere else, if it is
thought of at all. Defense is a bit more active in that there is a recognition of differ-
ence, and it is seen as threatening. Defense may take three forms: (1) denigration in
which other cultures are evaluated negatively (the greater the difference, the more

‘negative the evaluation); (2) asserting superiority in which one’s own culture is
seen as better than any other and, sometimes, a propensity to enforce this perspec-

tive; and (3) reversal, a tendency to see another culture as superior to one’s own,
which obviously requires experience in another culture. These stages show a strong
orientation to dualistic thinking.

Minimization is ethnocentric because it is still an attempt to preserve one’s own
worldview as central to reality. In this stage, human similarity seems more com-
pelling than difference whether it is based on physical universalism, where we look
different but everyone functions from the same script to meet fundamental human
needs, or transcendent universalism, emphasizing that we come from a common
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source of a transcendent principle or belief system. Minimization assumes that at
the core of human existence, we are all the same and can understand each other
once we get past relatively superficial cultural differences. This may be a transition
stage that is helping the person prepare for a greater appreciation of cultural dif-
ferences. In ethnocentricity, one is in a state of unconscious incompetence,
although it is possible to begin to be consciously incompetent in minimization, to
recognize times of cultural insensitivity, and to attempt to learn new ways of relat-
ing to people and behaving (Howell, 1982). Certainly, there is an increased interest
in learning about other cultures if only at a level of holidays, food, and celebrations.

Moving into a state of ethnorelativism usually requires a significant other-culture’

experience. In acceptance, cultural differences become something that is recognized,
appreciated, and respected. Acceptance tends to begin with respect for behavioral
differences and a comprehension that all behavior occurs in a cultural context. The
second step in acceptance is respecting the beliefs and values of another culture.
There is an acceptance of the assumptions that lie beneath behavior patterns and a
recognition that values are not stationary “things”; instead, a process of valuing
occurs within cultures when relative “goodness” or “rightness” is assigned to events
or occurrences. One in acceptance is quite likely consciously incompetent but learn-
ing more and more effective ways of interacting across cultures.

In respecting the integrity of cultures, it is through adapration that the individ-
ual more consciously and skillfully relates to and communicates with people of dif-
ferent cultural origins. One takes on new ways of being, though not giving up the
home culture, and becomes more empathetic and able to shift worldviews. A sec-
ond step is internalizing more than one worldview and shifting between them with
some ease and less conscious attention. It is here that one can move beyond con-
scious competence to unconscious competence, but this is an uneven process. As
some ways of being become more unconscious, others are just being discovered,
and this process may have started long before adaptation. It appears that one is
always in a state of discovery in an intercultural environment because it is impossi-
ble to learn everything about another culture, much less more than one. The
unconscious competence occurs in the internalization of interculturally competent
skills and of a consistent display of inclusive and adaptive attitudes.

Integration brings the person to the state of being a multicultural person as
described by Peter Adler (1975). The integrated person no longer identifies solely
with one culture but is able to function between and among many cultures, having
mastered the skills of bridging between them and enabling members of those cul-
tures to constructively engage with each other, often for a particular purpose. Thus,
while they may become marginal in their home culture, this is not seen as a negative
factor but as part of the process of adding new cultural perspectives to one’s reper-
toire of responses to living constructively in a multifaceted, multicultural world.
Having access to multiple worldviews, the integrated person is able to evaluate situ-
ations contextually, make ethical choices, and act in “the profoundly relativistic
world.” This person is also able to enhance intercultural interaction and is ever open
to new learning and to continued development both professionally and personally.
Here is a person who is in a state of dynamic inbetweeness (Yoshikawa, 1987).
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J. Bennett (1993) addresses marginality by differentiating between constructive
marginals (those who accept responsibility for choosing and constructing value sets
and who are at home anywhere) from encapsulated marginals (those who lack the
ability to shift between worldviews and are in danger of becoming alienated from
all the cultures they know). Encapsulated marginals see themselves as so unique
that it is hard for them to relate to any group, something that has been termed ter-
minal uniqueness. They may seem “self-conscious and self-absorbed” and find it
hard to feel at home in any environment (J. Bennett, 1993). Those who assume
leadership responsibilities would tend to fall into the constructive marginal cate-
gory because they exhibit an ability to be at home anywhere, to see more than one
perspective rather than be captured in the ethnocentric center of their own culture,
and to entertain various approaches to any situation and to exhibit good judgment
in making decisions.

In applying this DMIS specifically to interculturally competent leadership, a
truly competent global leader must reach the stage of adaptation to difference and,
preferably, integration of difference. Since minimization is more an attitude of tol-
erance based on similarity, tolerance falls short of what is needed to have the req-
uisite adaptability for effective global leadership. Minimization is a transition state
in which one tends to fall back on the solutions in one’s own culture as the supe-
rior or natural or correct ways of doing thirigs. Minimization tends to be fairly
benign and can be operative within one’s own culture but does not hold up well in
a global environment. Acceptance of difference shows a recognition and apprecia-
tion of differences in cultural behavior and values and a beginning of understand-
ing cultural relativity. The adaptive person is able to consciously shift perspective
into different cultural worldviews and behave in culturally appropriate ways. This
demonstrates the use of empathy and behavioral flexibility as well as mindfulness,
cognitive flexibility, and a tolerance for being in unclear situations. When the per-
son begins to internalize different worldviews, he or she can shift unconsciously,
obviously behaving in ways compatible with each worldview. The integration of
multiple frames of reference allows an individual to evaluate situations from a vari-
ety of perspectives. It can lead to constructive marginality, which is useful when
exercising global leadership because the constructive marginal may be seen as that
edgewalker who lives and functions well at the margins between conflicting, diver-
gent cultures and who can view situations from more than one perspective.

One might ask if it is possible to test for this kind of capacity and to predict who
might have the inclination to become a global leader (see Part III of this volume

‘for further discussion on assessment of intercultural competence). While it is

possible to measure where people fall on this intercultural sensitivity continuum
using an instrument such as the Intercultural Developmental Inventory (IDI;
Hammer, Bennett, & Wiseman, 2003), this is not an infallible predictor of compe-
tence. People who can be expected to do well often do not, while those who seem
the least likely to be successful intercultural communicators are surprisingly effec-
tive. As measures go, this has strong validity and reliability as an instrument and a
considerable amount of research to support a recognized and well-established
conceptual model. The proof, however, lies in how adroitly one demonstrates an
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ability to navigate the interfaces between contrary worldviews, make sense of
them, and lead with wisdom and compassion.

The Interculturally Competent Global Leader:
What Does This Leader Look Like?

The global leader is called upon to bridge the differences, to take various perspec-
tives and life experiences into account when making decisions and interacting with
others, especially when leading the work of groups of people. Achieving the more
inclusive ways of thinking (intellect), feeling (emotion), and functioning {(action) is
critical to success for the global leader. The head, the heart, and the hands are fully
engaged in whatever the global leader, as well as those with whom there is collabo-
ration, undertakes. The total engagement is obvious when the skills are finely
honed. This is, as Peter Adler (1998) described, a multicultural person. Adler began
his description of the multicultural person with these words:

A new type of person whose orientation and view of the world profoundly tran-
scends his indigenous culture is developing from the complex of social, political,
economic, and education interactions of our time. (p. 227) .

The multicultural person has “psychologically and socially come to grips with a
multiplicity of realities” (P. Adler, 1998) and has been able to cope well with the psy-
chological process of adapting to a new culture and with moving from place to
place. The global leader is, simultaneously, a multicultural person if one connects
P. Adler’s (1975) description with the capabilities needed for global leadership. Adler
spans the adaptation and integration stages of the DMIS as he describes a person
who is “always in the process of becoming a part of or apart from a given cultural
context.” Advanced adaptation and integration are marked by “attitude, emotions,
and behaviors that are independent but not independent of cultural influence”
(P. Adler, 1975). Yoshikawa (1987) interprets this as being “independent, yet simul-
taneously interdependent. This paradoxical existence can assume a new identity—the
‘identity-in-unity’ or ‘duality-in-unity”” (pp. 142-143). This is when “one becomes
capable of bringing new ways to explore the paradox of human diversity and
unity” (pp. 142-143). This relates to the characteristic that S. Black et al. (1999) list
as important to interculturally competent leadership, the ability to embrace dual-
ity. Coupled with being comfortable with ambiguity, the ability to embrace duality
is essential when being presented with vast amounts of data and multiple ways of
conducting business or making decisions, especially within a working environment.
A leader must be able to sort things out, to be involved and, at the same time, objec-
tive when dealing with paradox that is inherent in the global scene.

It is important to consider how an interculturally skilled leader approaches the
use of power, a topic rarely addressed when discussing intercultural competence.
When we talk of leadership, we also are talking about the ability to influence events,
to affect situations or environments, and, in fact, to rally support from groups of
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people. People in ethnocentric stages tend to be exploitative, deny others their
rights, and, in minimization, fail to perceive the presence of institutional privilege.
People in acceptance tend to avoid any exercise of power, feeling that it is not use-
ful to developing good intercultural relations. Thus, it is critical for global leaders
to reach the stages of adaptation and/or integration when there is greater comfort
with exercising power when it is necessary. This is when people tend to “recognize
and respond to power in cultural context” and are able to exert it appropriately in
various cultural contexts. In integration, there is a strong orientation to consensual
decision making and power sharing (M. Bennett, 1999). Global leadership calls for
that kind of approach, and it takes a rather advanced level of intercultural sensitiv-
ity to exercise power in a nondominating manner and to use critical thinking to
analyze structures that impede human development and, in fact, are oppressive.
Value-driven leadership promotes “humane governance, socially responsible man-
agement, and multicultural cooperation” (Safty, 2003). A high level of intercultural
sophistication and skill along with technical expertise contributes to that end.
There is another factor to be considered in approaches to leadership in today’s
world. It is becoming essential that leadership skills be widely dispersed rather
than concentrated in a few at the top. Leadership happens at all levels of organi-
zations and in society. It is essential to prepare as many people as possible to func-
tion as leaders wherever they are as they face the challenges that exist in the world
today. Leaders in traditionally structured societies who understand this challenge
distinguish themselves from other in their cultures and tend to become leaders
because of their vision and ability to engage in changing the culture as well as
functioning as leaders within it. Especially when transforming organizations,
being able to bring others along and remain with the change process over a long
period of time while maintaining the vision for the future is essential. It is a messy
process and requires perseverance and persistence and enormous skill. In an
interview about where tomorrow’s leaders will be found, Hill (2008) states that
decision making must be broadly distributed across institutions, and in any
endeavor, collaboration is essential. No one leader can keep abreast of all that is
necessary to know about the constantly changing environment, nor can innova-
tion emerge from a single source. A distributed leadership model will draw on the
abilities within groups or teams whose members have different functional abili-
ties and varying perspectives. This model empowers people to be innovative. Hill
suggests that we have to become conscious of invisible people in organizations,

“people who are rarely tapped for positions of authority and influence because of
“gender, ethnicity, nationality or even age” (“demographic invisibles”) or because

they do not conveniently fit into the preconceptions of how leaders look and act
(“stylistic invisibles”). Often, these invisibles have learned to lead from behind, a
paradoxical statement that aptly describes how many people, unable to acquire
recognized leadership positions, have learned to get things done and to be change
agents. It takes extraordinary skill and hard work; many who lead from behind
are perfectly capable of leading from the front. They become very adept in the
competencies that are recognized as essential for global leadership and are able to
exercise good judgment, set boundaries, encourage people to flourish where they



Chapter 3 The Interculturally Competent Global Leader

are, and manage tensions that inevitably occur in a group. The issue is recogniz-
ing potential leaders by moving beyond our preconceptions about how leaders
look and begin to look at how people contribute.

Jean Lipman-Blumen (1996) has studied leadership styles of more than 5,000
leaders worldwide and talks of leading in an interdependent world as requiring a
fundamental shift from patterns of competitiveness, authoritarianism, and indi-
vidualism to what she has labeled connective leadership. She quotes Vaclav Havel,
who suggests that “we stand helpless” before the global challenges the world faces
“because our civilization has essentially globalized only the surface of our lives”

(Lipman-Blumen, 1996, p. 5). There remains a tendency to revert to our tribal

ways in the midst of a demand for greater interdependence in the midst of diver-
sity. We often feel that culture lies on the surface when indeed it is the signs of
globalization that lie at a superficial level. Leaders who must deal with this new
era of connectivity are those edgewalkers who must deal with the endless restruc-
turing of organizations, of alliances, of partnerships, of the pace at which change
seems to occur, all at the nexus of different expectations and needs. The connec-
tive leadership model is an important contribution because it takes into account
differing styles individuals may bring to the leadership role but also includes the
capacity to “identify the most effective leadership strategies” to apply in unique
situations, “evaluate the leadership potential in others” and match those skills
with specific challenges, and “design new types of structures” to fit tasks and “the
behavioral preferences of participants” (p. 25). It requires all of the intercultural
skills that we have discussed here and insight into leadership patterns, culturally
based, of the past.

Rosen et al. (2000) found leaders around the world who are developing cultural
literacy, who are skilled intercultural practitioners, and who are looking toward a
future that has limitations as well as opportunities. There are examples of radical
changes in practice to take into account the need for sustainability, to deal with
global and local diversity, and to cultivate new leadership within their industries.
We are not bereft of models to emulate.

79

The Interculturally Skilled Leader:
How Does a Potential Global Leader
Develop Intercultural Competence?

Moving from ethnocentrism to ethnorelativism and becoming interculturally com-
petent requires a significant “other-culture” experience. Gregersen, Morrison, and
Black (1998) suggest four strategies for creating global leadership skills: “foreign
travel, with immersion in the country’s way of life; the formation of teams in which
individuals with diverse backgrounds and perspectives work together closely; train-
ing that involves classroom and action learning projects; and overseas assignments,
which serve to broaden the outlook of future global leaders” (p. 23). One could
argue that foreign travel alone, without an opportunity to become deeply involved
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in foreign cultures, has little merit. Being in the vicinity of another culture but fail-
ing to engage with it does little to increase intercultural skill. In-depth exposure to
unfamiliar cultures with an educational emphasis on learning intercultural skills as
well as the history, economic conditions, environmental issues, political realities,
religion(s), and cultural practices, values, and beliefs of at least one other culture is
a process that can prepare future leaders. This can occur in short stays if there is
preparation for the experience, if there are encounters that challenge assumptions,
and if there is guided reflection on this experience. The goal is to provide an oppor-
tunity for transformative learning. Study abroad can provide this kind of opportu-
nity. Organizations and corporations can develop programs that provide similar
experiences. It takes planning and commitment that often do not exist in our
institutions.

One transformative learning model for education abroad is the international
service-learning experience discussed by Brown (2005). The research conducted on
the international service-learning programs of the International Partnership for
Service-Learning and Leadership found, surprisingly, that students in those
programs developed leadership capabilities. This finding, in fact, caused the orga-
nization to add the word leadership to its name and to deal with leadership skill
development more consciously. Students, dealing with new methods of organiza-
tional management and leadership, must discover how to fit into the community
agency to which they were assigned and assume a productive role. Many create new
ways of providing service to the agency’s client population and grow in self-
confidence, in an ability to use scarce resources, and develop empathy for those they
serve on a daily basis. Living, working, and learning in a new society with people
who provide some guidance and who readily answer questions help them become
the kind of skilled interculturalists that are needed in the world (Tonkin, 2004). Too
many study-abroad programs are devised to imitate the systems at home, which
conveniently avoids the kinds of encounters that produce the greatest learning.

Outside formal education systems, there are opportunities to devise programs
for employees, volunteers, and other stakeholders that will instill a global mind-set.
This does not necessarily have to be in a different country, although getting outside
any semblance of a comfort zone is essential. International assignments are clearly
preferable for employees, who can even take advantage of business trips by avoid-
ing the usual cocoon of comfortable hotels, a closely managed itinerary, fine restau-
rants, and limited contact with those outside the corporate structure and

_constructing a “traveler” rather than a tourist experience (Oddou et al., 2000).
~ Another method is to assign people to multinational teams who have a defined pur-

pose and have been trained to function in an intercultural environment. Often
these teams work virtually, which is a powerful learning experience fraught with the
kinds of communication and working style differences (Brake, 2007). There are
many creative solutions to the dilemma of training people to be interculturally
competent without overseas assignments. Often, people working internationally do
so in short spurts rather than extended stays.

Selecting potential leaders for further development could be a frustrating process
fraught with the potential for serious miscalculation. Providing opportunities for
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“other culture” immersion to a broad range of people is a more fruitful approach. It
is better to prepare everyone to be involved in the leadership activity, assuming that
those who can actually “lead” will emerge from this prepared population. Leaders
cannot do it alone. Creating a population that thinks more broadly, has experience
with multiple cultures, and has developed a considerable set of intercultural skill
provides followers, in addition to leaders, who can contribute to the future develop-
ment of good relations around the globe and greater attention to the problems that
we collectively face.

Safty (2004) states that leadership education is “an urgent priority” He indicates
that it is important not only to establish centers of leadership education with an
intercultural perspective but also to transform the many leadership programs that
exist so they more consistently reflect the multicultural nature of the world in
which the leaders will work.

In addition, leadership development must start early, with educational systems
that begin preparing children at a young age to appreciate and understand the mul-
ticultural society in which they live and to function in an increasingly skilled man-
ner within it. This is no small order, but it is much easier to start with the children
who come with few inhibitions about exploring something new and a tendency to
ask questions that an adult is reluctant to voice. Recently, I read that children com-
ing up in the world today are more accepting of cultural differences because it has
been part of their lives from birth. While greater plufa.lism in societies may help
children learn to accept people unlike themselves “naturally,” it is easy to believe
that they can be diverted from this attitude by unscrupulous leaders and others who
have much to gain from inciting fear, which drives those who have not fully real-
ized the development of an ethnorelative perspective back into defense. Dedicated
and interculturally competent teachers are necessary for this educational paradigm
to succeed (see Cushner & Mahon in Chapter 17, this volume, for a detailed dis-
cussion on developing interculturally competent teachers). Some interculturally
competent teachers exist in educational systems but need encouragement and
recognition. It must be demonstrated to incoming generations of teachers that this
work is valued and rewarded. Continued attention to education about differences
and to training in intercultural skills throughout all the developmental stages of a
child’s life, through higher education, is essential to keep attitudes of openness and
caring for others alive, growing, and present in the adults they become.

Conclusion

The need to develop in leaders the attitudes that go beyond tolerance toward
embracing difference and living constructively and compassionately in a multicul-
tural world is critical to the survival of humankind and the planet. How leadership
qualities are exhibited, recognized, and rewarded differs from culture to culture.
Leaders who can function across cultures, who can create and sustain systems that
draw on the strength of those differences, and who allow innovative approaches to
emerge are essential in every human endeavor. This does not come just from building
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a set of skills but in acquiring a new mind map. Opportunities for acquiring a
global perspective, for moving from ethnocentrism to ethnorelativism, and for
developing the range of competences essential for global leadership must be pro-
vided even as we look for potential leaders outside the usual leadership frame.
Where will the next generation of leaders come from? Often from those who are
invisible, but they must be allowed to make themselves visible, from the ranks of
those who have been required to deal with challenging situations in cultures other
than their own (Hill, 2008), and from the classrooms where building intercultural
competencies has been taught. N. J. Adler (2008) states, “Today’s challenge is . . . to
become a global leader who can meet the challenges of the twenty-first century—
... who can rise to the challenge of shaping history” (p. 171). To train leaders to
play this role requires the full attention of the global society.

1. Although see Lipman-Blumen (1996, p. 25), who suggests that it is impossible to learn
leadership skills.
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