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The Development of Chinese
Leaders in Global Organisations
“An army of a thousand is easy to find, but, ah,
how difficult to find a general.” (Chinese Proverb)
In 2013, Deloitte reported that many multi-nationals are
making China their “second headquarters.” This growth
of China’s influence in the world economy, including its
expanding outbound programme, means that, for China
and the West, finding ways of working effectively together in a global business environment is critical to sustainable success. This has long been recognised in areas like
product innovation, knowledge sharing and supply chain
management where working practices are, in many cases,
well developed. However, less attention has been paid to
the development of Chinese leaders so that they can lead
and work effectively in a global business environment.
In a recent Global Leadership Study; HR Executives were
asked about the most challenging elements of preparing
Chinese leaders to work effectively in the global business
economy. They highlighted a need for the following:
• An understanding of foreign cultures and how to behave and interact with people from these cultures
• Enabling leaders to shift from a technical to a behavioural leadership style and provide more inspirational
leadership
• Encouraging leaders to use coaching skills to encourage more independent thinking among their people and
create faster decision making through empowerment,
transparency and communication
• Supporting leaders in global setting to build and foster
more personal relationships and thereby generate more
depth in their relationships
• Preparing leaders to think more strategically, have a
broader picture and lead according to a more engaging
business vision.
So, the need to develop a pipeline of Chinese leaders is
more pressing than ever. The ability of both the West and
China to satisfy this need however faces a number of issues.

“The organisations that recognise
this will have a better chance of
attracting and – importantly retaining the leaders that they need
for the success of their organisation
in China.”
The first issue is developing a succession planning strategy in China. The model of appointing ex-pats to senior
leadership positions continues to be the option for many
organisations. In many cases this works very well and
provides a rich mix of cross-cultural talent. However, it’s
worth considering whether or not the ex-pat model is

sending a signal to local Chinese leaders that there is a
glass ceiling for them in the organisation or even, perhaps
worse, that they are not trusted in these positions. The
requirement, therefore, is for a model that can match the
advantages of ex-pat presence, while at the same time
encouraging and nurturing the development of talented
Chinese leaders. This is not always an easy balance to
strike but is more likely to happen when this strategy is
supported by the organisation’s senior leaders based in
both in China and the West.
Another issue is the common perception that competition
for talented resource is driven by the offer of higher salaries. However, “salary driven churn” is ultimately unsustainable and is already slowing down in some areas. It is
also true that organisations can ultimately have little control over a demand led market when it comes to salary
levels. So focusing on what you do have control over,
such as the development of local talent, is a more attractive option. The organisations that recognise this will
have a better chance of attracting and – importantly retaining the leaders that they need for the success of
their organisation in China.

“So focusing on what you do have
control over, such as the development
of local talent, is a more attractive
option.”
In addition, the demands of effective business leadership
and management in China are changing as its market
opens up further. For Chinese leaders to operate effectively in a global business environment they need to develop different skills to the ones that have overseen China’s impressive growth over the last three decades,
which often emphasise direction and control rather than
inspiration and delegation. The initial approach to developing the leadership and management skills and competencies in many cases in China has been to follow a route
well known in the West, such as Business School development programmes and in particular MBAs. In 2010 China
Daily reported that 36,000 students were enrolled in
MBA programmes across the country and in 2012 the
figure was 30% higher – a trend that is continuing in the
growing number of Chinese business schools and programmes offered by Western educational institutions.
The business school approach to equipping Chinese managers with a variety of leadership and management tools
is important; however, while the intellectual rigour of the
programmes fits well with the traditional Chinese approach to education, on its own it does not guarantee
effective management practices.
There is a difference between amassing learning, and
translating that learning into actual behavioural change
and effective leadership, a fact recognised by Yingyi Qian,
Dean of Tsinguha University’s School of Economics and

Management when talking about his Chinese students:
“We will challenge them to think critically and creatively.
In their previous education in China, the goal was most
likely rote memorisation and seeking standard solutions.
Thinking differently is very hard when everything up to
now has been about conforming, herding and group thinking.”
Yingyi Qian’s words emphasise a need to develop emotional intelligence (EI) rather than just adopting an IQ
approach. Daniel Goleman, who originally codified the
elements of EI in the mid-1990s has identified that up to
90% of engaging leadership performance is based on
emotional intelligence. He puts it this way:
“If your emotional abilities aren’t in hand, if
you don’t have self-awareness, if you are not
able to manage your distressing emotions, if
you can’t have empathy and have effective
relationships, then no matter how smart you
are, you are not going to get very far.”
The challenge for leadership development
in China therefore is not necessarily to provide more classroom-based one way teaching; it is to engage Chinese leaders in cusJohn Frost tomised, experiential and action orientated leadership development programmes, supported with 1-21 executive coaching, which deliver sustainable behavioural change and performance improvement by developing the leaders’ emotional competencies as well as their
IQ.
My own experience of working with Chinese leaders in
organisations, such as Lucite International and Rolls
Royce Marine China, is that they are inspired and engaged by this experiential and action orientated approach
and the learning and development environment that it
creates. Moreover, the response of the leaders has been
extraordinary and we have seen significant individual
and team performance improvements with increased
confidence to work effectively with internationally based
colleagues in a cross-cultural global business environment.

“The response of the leaders has been
extraordinary and we have seen
significant individual and team
performance improvements.”
Following the initiation of a leadership development programme for his own team, Piet Daenen (SVP - Asia Operations for Rolls Royce Marine) reflected; “In my 20 years of
working in Asia, the classroom approach to leadership development has been - and still is - all too common. Indeed,
it has its merits but only if it is a small part of a progressive
programme that is geared towards sustainable leadership.
Furthermore, in terms of leadership development, it is not
a case of 'one size fits all'. Whilst there are many generic
Leadership models in the business environment today, it is
important to recognise and understand the baseline of the
leadership audience that you want to develop. Once we
understand the baseline development needs, we can focus
on the gaps, individually as well as a team, to then develop
a programme that is progressive and sustainable. This, in

my experience, gives demonstrable benefits and will deliver
leaders and leadership teams in China that will match any
high performing management team.”
The recognition of the need to develop the leadership
skills and abilities of Chinese managers is not new. Perhaps what has changed, however, is the understanding of
what this means in a global economy in which China and
Chinese managers feature so significantly. Neither China
nor the West can afford for leadership to be a restriction
for companies operating in China, and thus for China's
development. So, there is an opportunity for China and
the West, as a partnership, to grow and develop Chinese
managers who can truly operate in a global context.
When this is addressed it will be significantly easier to
find our generals as well as our armies.

By John Frost,
Managing Director of Values Based Leadership

Book Review
Effective Modern Coaching
By Myles Downey
Myles Downey published his first version of Effective
Coaching in November 2003 and it became one of the
must have books that practicing coaches used as a reference and guide. I have referenced this book ever
since Downey first wrote it and have found it most
helpful because it is practical, full of stories and examples and is easy to read for both the qualified coach
and the manager as coach.
Its chapter on ‘Coaching in the Workplace’ gives managers the opportunity to explore in detail the ‘manager
as coach’ by highlighting the important aspect of a managers role
where a coaching style can be helpful with areas such as coaching
through major change and using
coaching as part of a leadership
role.
So I was really interested to learn
that Downey has recently published (October 2014) Effective
Modern Coaching and immediately
went to see what this new version
offered. In summary, Effective Modern Coaching does
cover the key aspects and models of coaching that his
first version outlines; but it is more than just a new
edition. In particular, in part 3 of the book, which
starts with ‘Coaching in the Workplace’, Downey has
added to his original thinking and has included a section on coaching upwards (in other words, coaching
your boss!). He comments; ‘coaching upwards in the
informal sense can happen much more easily and frequently, but is dependent on the prevailing culture within the organisation’.
So, for me, it was good to re-visit Downey and his philosophy on effective coaching and this modern version
gives you all that his original book offered plus more
that is relevant for the second decade of the 21st century. Well worth a read.
Reviewed by Karen Frost
Director of Operations Values Based Leadership
Publisher: LID Publishing

Global Mindset
Questions
By Allon Shevat
We work in an increasingly global business
context. Here is an opportunity to assess your
global mindset:
Do you believe that discussing contentious issues openly in a group setting can generally
help resolve issues within very diverse teams
in a global organisation?
Do you believe that interdisciplinary teamwork
is seen universally as a positive attribute of organisational behavior in all cultures?
Do you believe that time, as a resource, should
be universally valued?
Do you believe that being authentic with your
emotions is generally considered a healthy
thing in the work place?
Do you believe that some degree of participatory decision making is something folks all over
the world subscribe to as desirable in organisations?
Do you believe most people in the world want
their managers to delegate authority?
Do most people agree that most people believe
that telling your boss what he wants to hear,
and not the truth, constitutes a lie?
Is transparency valued in most cultures?
Can a well-defined corporate culture bridge all
cultural differences?
Are the terms “trust“ and “respect“ universal
enough to serve as a bridge for the inevitable
challenges of global organisations?

Find out more about
Global Mindset Questions on the back page

Book Review
Think and Grow Digital – What the Net
Generation needs to know to Survive
and Thrive in Any Organisation
by Joris Merks-Benjarminsen
Joris Merks-Benjarminsen’s book has been designed to
help ‘digital thinkers’ use their talents to build great careers by helping companies and organisations to be future-ready. ‘Digital thinkers’ are those of us who grew up
with computers, often referred to as ‘Generation Y’. We
are defined as being born between 1980 and 2000 and
have generally entered the world of work since the turn
of the century which is why we are often referred to as
Millennials.
In the book Joris references a quote
from a digital thinker who said…
‘I struggle to find a place for myself in a
world that doesn’t seem to be ready yet
for the expectations I have of the 21st
Century. I hope I live in equal or better
wealth than my parents. But how? The
world in crisis, the baby boomers made
a mess of the world. The money is gone,
unemployment rising, two billion people
still living in poverty, new rules and laws emerging everywhere and we consume fifty percent more than mother
earth can offer us. How can I make a difference in this
world?’
This reflects Merks-Benjarminsen’s thoughts on the ten
mismatches that exist between how the world of work
operates now and how ‘Millennials’ think and are motivated. This in turn can help both Generation Y’s and senior managers think about how they start to address the
talent gap. So, if you are really interested from a Generation Y perspective of understanding how you can make a
difference and better understand the world of work designed by a non-digital thinker, then this book has something for you. Or, if as a non-digital thinker (i.e. in an older generation and in a leadership role) you want some
thoughts about designing and adapting your environment
to be more of a match for the wealth of Generation Y talent out there, then there is also something for you in the
book.
After reading Think and Grow Digital it was clear, for me,
that all generations have a paradigm shift to go through.
We all need to change our way of thinking if the talent
gap is to be properly addressed.
If you enjoy this book, I would recommend exploring
what else Joris has to say by visiting his website, his Facebook page, twitter page and his LinkedIn profile.
Reviewed by Stephanie Small
Values Based Leadership
Publisher: McGraw-Hill Professional

Coaching Vs Mentoring
Do you know if you need a Coach or a Mentor? Some
of the most frequent questions I am asked by People
Managers relate to the differences between coaching and mentoring. “Do I need a coach or mentor?”
and “What is the difference between coaching and
mentoring”? Where the mystery and confusion
comes from is the interpretation in the definition of
each. For example, what is generally regarded as
coaching in the private sector and predominantly in
the UK, is often referred to in the education sector
and in North America as mentoring.
So rather than getting hung up on the definitions
dependant of where you are in the world and which
part of an economy
you
are
working in, I
think there is a
better way of
looking at it. In
their
widest
sense,
both
coaching
and
mentoring are a
series of conversations to help
someone achieve
their goals and
maximise their
potential. These
conversations
could use a variety of approaches from a person being managed,
taught, coached, mentored, counselled, or even using the therapeutic professions. So I like to consider
both coaching and mentoring as a continuum of approaches sat somewhere in the middle, rather than
as distinct and separate from each other.

“In their widest sense, both coaching
and mentoring are a series of
conversations to help someone
achieve their goals and maximise
their potential.”
To further help with our understanding, I much prefer to move towards thinking about coaching and
mentoring as Directive versus Non-Directive in
what’s actually happening in the relationship. The

more Directive approach to coaching and mentoring
is about offering feedback, giving guidance and even
instructing an individual of the best way forward.
The more Non-Directive approach is where a coach
and mentor may be mainly listening to gain understanding or asking questions to raise awareness.

“The more Directive approach to
coaching and mentoring is about
offering feedback, giving guidance and
even instructing an individual of the
best way forward”
Case Study 1: I was
recently coaching the
Chief Executive of a
Multinational
Fast
Food Chain who had
moved from the other
side of the world to
take up his new position in the UK. The
cultural
differences
between his culture of
origin to the UK culture, and the change
of leading a fast moving Pan-Asia business
to a North European
business, meant I
needed to take quite a
specific approach. So to begin with I needed to be
more Directive and offer ideas, advice, make suggestions and up-skill this CEO; particularly in terms of
the cross cultural nuances and the more traditional
British approach to business. But as we moved
through the first 90 days of his new position, the
coaching relationship developed and the CEO needed me to listen and ask more intuitive questions to
help him develop his leadership style and be able to
reflect well on the day to day activities of his business.
Case Study 2: A few years ago I worked with a Chief
Executor of a UK based charity. This CEO had ‘come
through the ranks’ and had gradually developed
leadership and management skills throughout his
career. At our first session he confessed to me that
for the first time in his career he felt alone – almost

as though there was now an imaginary ‘tripwire’
across the door to his office and that staff from all
sections of the charity had stopped talking to him,
thus creating a feedback vacuum. My role was,
therefore, to be Non-Directive to enable the CEO to
come to terms with the loneliness of leadership and
to find alternative strategies to this issue, and to
listen to how he was currently leading, and share
learning and give feedback and advice on style
where required. I believe I was both a coach
Karen Frost and a mentor in each of our sessions.
Case Study 3: My final example is a
current client who is the Commercial
Services Manager of a highly successful and expanding SME. She thought
she was at a crossroads in her career
and elected to have some coaching to
give her the space to consider all aspects of her current job before making
any sort of decision. It was clear that,
with this backdrop to the coaching relationship, I
needed to listen and be predominantly NonDirective to give her the opportunity to explore her
options. Within a couple of sessions, this approach
allowed her to understand that there were a number of areas of her job where she didn’t yet have the
skills to take her to the next level. I asked her questions and encouraged her to reflect, which helped
her realise that she needed to learn these skills before making a decision about her future at her current organisation. She identified that, without developing her skills, she would simply move jobs and
within a few years would likely find herself at the
same crossroads. Her decision was to stay with her
current organisation and learn the new skills, and as
such our relationship changed.

“My role was, therefore, to be
Non-Directive to enable the CEO to
come to terms with the loneliness of
leadership and to find alternative
strategies to this issue”
Now we have an agreement that our coaching sessions will be half Non-Directive, where we continue

to explore to raise her self-awareness, and half Directive, where we focus on me giving her advice and
support in the skills she wants to develop. To help
with the language, we call the Non-Directive approach the ‘coaching’ part of the session and the
Directive element of the session ‘mentoring’. This
works for us, but as I said at the beginning, so long
as the definitions of what you are doing are fully
understood, then it is more about moving along the
continuum to do what is best for your client.

“As we moved through the first 90
days of his new position, the coaching
relationship developed and the CEO
needed me to listen and ask more
intuitive questions to help him
develop his leadership style.”
So when a Senior Manager is looking to employ the
support of a coach/mentor – there are a couple of
key requirements to consider:
1. Identify what the specific needs of the Senior
Manager are. Do they need a Non-Directive approach to raise their awareness and to come to decisions or do they need a sounding board/advisor to
help them? Or, indeed, do they need both in the one
person?
2. Do they need a short-term intervention to get
them through a ‘crossroads’ in their career or an
advisor and confidant who has the experience and
skills to ask a powerful question when required or
knows when to give a sound bit of advice.
The key thing is not what the support is called;
simply that it is the right person for the job. When
working in the education sector I call myself a Mentor; in the private sector I refer to myself as a Business Coach. The context is different, the issues are
similar. I simply use all the approaches from NonDirective to Directive, as and when required, to enable the person I am working with to be the best they
can possibly be.
By Karen Frost
Director of Operations at Values Based Leadership
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Global Mindset Questions
Continued
For every question that your answer is YES, think
about how you might test your basic assumptions to
develop the capabilities and skills to be an effective
leader in a global organisation.

“For every question that your answer
is YES, think about how you might
test your basic assumptions to
develop the capabilities and skills to
be an effective leader in a global
organisation.”

how you would show respect, differently, to various
populations that you work with, such as senior managers, procurement officers, and internals or peers
who challenge the value that you provide?

“How you would show respect,
differently, to various populations
that you work with.”

Here are some questions to get you started:

For more information about how Values Based
Leadership can support your Cross Cultural Leadership Development, please contact us on hello@valuesbasedleadership.co.uk or +44 (0) 1989 76
22 33

Describe what you think are the biases of your own
culture towards conflict, transparency and teamwork? How do they impact the way you practice
your role?

Allon Shevat is a leading, highly innovative Organisation Developer whose practice spans the globe.
Allon works with Fortune 500 companies, startups,
with senior teams and individuals.

Describe 2-3 behavioural patterns of other cultures
that you have encountered which you find most
challenging to deal with in your role? Why?

His OD blog is very widely read and he is the
"covert" author of the Gloria Blog, a satire on organisational life.

Respect is a term that many cultures use, yet often it
means different things to different people. Explain

He was born and educated in Quebec and is based
in Tel Aviv. allon.shevat@gr2010.com

Final Thoughts
“Leadership is about making others better as a result of your presence and making sure that impact
lasts in your absence”
- Sheryl Sandberg
“Opportunities don’t just happen, you create them”
- Chris Grosser
“You may only succeed if you desire succeeding: you may only fail if you do not mind failing”
- Philippos
“The best reason to start an organisation is to make meaning; to create a product of service to make
the world a better place”
- Guy Kawasaki
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