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An outsourcer to &
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themselves at home
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As the world
gets smaller,
understanding
country=-
specific
differences
becomes a
business
imperative

Crossing
- Gultures

By Ed

t semiconductor giant Intel,

tha notian that a manager

wolldn't know how to con-
duet business in a diffarent eultura
just dossn't compute.

From its Silican U.}I“l‘;l’l headguar-
ters, the npany reaps 70 percent
of its revenue outside the United
Statas. Its 91,000 amployeas are
spread throughout more than 48
aatians. In addition, the computar
chip maker is trying toe becoame a
mara customar-focused firm. That
maans getting a bead on even the
emaoational naeds of patantial buy-
ars around the werld, making cross-
cultural knowladge crucial.

5o when the company set out to
craate a new lsadership program for
midiovel managers last year, it made
firsthand exposurs to different cul-

CRAIG BAR
Tl is

tures & cornarstone. Under the pro-
gram, soma BOOD midlevel leaders dur
ing the next sight years will fly to
wasklong seminars outside their home
reglon, a plan that will likely cost the
company mors than 53 million
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Nissan on
Nashville
road trip

Hany are expected
tey stary belvined ax
the automaker
relocales its LS,

rrf.f.h'r's Pey nil cosis

By Joe Mullich

W|I1||I\.|n|1lu|l||1'
et this month
Pt it will mionve s hoed
guarters Irom Southern
Criliformin o Centeal
Temnissses, Wiswin Morh
Amerricn is plunging into
v major workforce relo
cation Lo cul costs

The move is likely 1o
prompt widespromd res
imativns, auto industry
consultants predict,
which will albony the Jap-
amese automipher o hire
new workers at lower
pay with besser benelits

“Missan  constantly
sevls  wavs L crealo
vithue and improve per
Tormanee,” CEO Carlos
Cabiosn sqaied a0 anessind
finge thae decision on N
virmber 100, “Whien we
exnmined the long-term
operational henelits ol
relocation and the pos

contimuod on pagoe 41




COVER STORY

Culture of
Understanding

U.5.-based businesses operating on a global scale ramp up training programs to help employees

™ ™1 f:‘l'.".!.'“

better comprehend thelr INTERNATIONAL

By Ed Frauenheim

Imiel hisn't vel tred to ossess the bottome=line retum
an this investment, bat (s betting emplivees come away
with a decper understanding of country-specilic differ
enees, lntels corporate culture and even the way mem-
hers of different business units

iy, manufacturing types vor
suis sales managers—go aboul
thasir juhs.
I’I.'1 r|||1' W I"II.I e II"!':" |||'1I|:|I|.'
For hundreds of millions of In
peel's swesalih i [Prosperity necd
to b abibe to nnderstand how 1o
work well on o global hasis,”
v Kevin G, whio led the
development of the Leading
Ihrough l'q'n|1|1' [ anil
AW OrvErsees I,

Intel isn't alone in putting
maore attention on dealing with
cultural dilferences in recent
vears, Softwire consulting Firm
Sierra Atlantic, headguartered

Fimed job levels at s Gaclity in Shenehen, China, Free-
borders then varies pav for exceptional performance by
reviewing eomployees il lepst four times per vear, and the
Cenm sy « ites this and othier Boman esourme wll.lll'l.'jr"-
s by o s soecess. Bevenoe this year is an pace (o grin
ahout 70 prercent com | wre] with 2004

And ot KEA-Tencor, a high
tech mamalpcturer hosed in San
= Jose, Califonia, A=ian employ-
Tooreswene 1:||I:.'_|'|1 Ly .J'l-'\ll“l S
ming LS. exceutives with ex-
vessive eamails using o Web site
from consulting firm Meridi
anBEaton Global, With the help
ol the GlabeSman site, the em
ploviees learmed it e pying ex-
eeulives on e-mails about local
malters may e considered po
lite b Asia, Bt it is o nuisance
I Amencan execs

Thaaniks o i desire (o aecess
EITIeTEITE markels -||1|-| LLLFTE RIS
gloduslly disiribuned workfonoes,

LIS -bemsed bsinesses ire rmip-

in Fremont, Californii, recogp-
nizes the Importanese of Family
and parental guidanee in Indi

IOME BA Wanrleewrs Dl aat Frtel's headspuairters
i Sarida € lorn, Clalifvrmio, The CAORTRHEETY, fmvevwen for
its populor Pentium and Celeron mivroe processors,

hans W IENE emplovees in 45 counbeiios

g up investments in tadning
prrogrms and teaching miter
.||'\. that |h'||1 n:'r11'|r||l--.|'1". It it

an culture with o kind of “uhe
vowr parents to work” day. The event, in which parents
ol mew hires in Dndia are iovited v visit and learn absomt
thee compainy, has helped cut by half the company’s atini-
’_'r.llhl.lll . IIIFI."I i||. IIII' cominir

tion raite Lor pew college
San Francisco-hased software lirm Freeborders has
adapted to its ( hinese emplovees” tendency 1o share

satlury information publicly by stondardizing poy ot de-

26 Workforee mamaopMent | www . workforce.con

comprehend their international
co-workers and customers, They're also tking steps o
addapt 1o the workplace colture in foreign countries. Hard
numbers backing up the effectiveness of such programs
are hard to come by, but advecates argue that the semi

s, courses ol ather inftiatives con resull in bencelits
sl s more deals closed, more effective teamwork and
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Ly conl inued

INSIDE INTEL'S GLOBAL PROGRAM

Fificen months ago, Gazsara was put in charge ol
coming up with a leadership training program for midfovel
emplovees who manage departmenis and oversee other
Mlli'ltn 1S0rS.

One of his reference points was an existing Iraining
program for what Intel calls “lisst-line” managers—those
who supervise a team of people. Hoving led or fucilitated
mare than two dogen of these sessions, Guezarn noticed

“The way we've done training in
the past, particularly in the global
environnent, may not be the
best way to do training in the

future.”

—HKevin Gazzara, Intel

their tone and content were dilfierent around the globe. A
kiew Feature of these lower-level managee teaining pro-
Erims: Micndance tendds to hee almns I'H'lﬂ‘-i'll'l} I'III|I|lIl|-
ees from one countoy or regien |11 n!I'H'I '|'|I1H.|'1. soyme )
percent of those witending u lest-ling manager leadership
g i Bangalomne would b From India

In Garrara's mind, the new program for middle man-
APETS had v do more (o foster awareness ol Intels overull
culture, the company’s business-unit subcultures and dif
ferent cultures aronnd the globe, "1Es o matter of how you
et all of these cultures w perform well together,” he says.

Waork force MasacEMENT | i worlfarce com

Gazrari, who is based 1n Chandles, Arisona, has exten-
sive expertise in workplace management, Now 50, he
| in 1989, rising through the mnks (o manage
For a video-processing |||':|1|||1I that o l.'IIllhI”f-

joinved It
operitions
was incorpoated into todo’s Pentium processors. Aller a
sabbatical, e switched gears in 1996 1o oversee Intels in
rernol university for 10,000 employees in Arizona

I 20001, he earned o doctormte in monsgenent and or
ganizational ledership from the University of Phoenix

Crarzarn traveled imternationally far Intel and
began developing fresthand knowledge of sey eral
cultures, o addition, the weam thit helped hin de-
sign the new leadership progrm spanned the
I*'-l'”h"-'- [} |||:I|1i'|'l'l"h in € 11||1.|. “-Il‘n'i.l. ||I|‘ :LIII-II.'!l
States and lsmel all contributed to the creation of
the program. He says it was a nightmare to coordi-
e conlerence calls, Giaears beam muade a deci
sion that at beast 30 percent of the atiendees al the
|_I||_l['l!ll]t‘!r‘r”'l"‘”'

midlevel ||'.||.1|'I'h|||]1 sissions |
side thee host reglon.

The programs, held thus Far in locales includ-
ing Ireland, lsrael and China, don't explicitly ad-
dress culturnl differences through lectures or
rending materials Instead, seminar content is foscused on
husiness leadership skills such as seétting the pace and ese-
culing business plans, Bt Geaearn and his team designed
the program so participants would be foreed to consider
culturnl dilferences. At each workshop, the 50 or so mi-
dlevel managers attending are divided into geographic ully
diverse teams of six to nine people, and the teams must
create a new-product business |r:u|m-.;|| bw the end of the
wirpk

This erucible setting sparked important learning for In-
tel marketing manager Dinesh Gobil at a seminar this year
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Culture of Understanding continued
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HIGH-TECH MANUFACTURER KLA-Tencor is mare seri-
ous about cross-cultural education since & manners
mishap in Malaysia.

About a year ago, the company, which makes equip-
mant for the semiconductor industry and is located in San
Joae, Califarnia, flew » German smployes to Malaysia to
help a customer with a matfunctioning machine. But the
Tellow didn’t spend much time getting to know customer
employecs there on a personal level—a key to doing busi-

Custom-fit communication

nass in much of Asia, says Lynna Stasl, chief learning offi-
cur for KLA-Tencor,

*Hecause he didn't do that rapport-bullding, they didn't
trust hirm to fix theie machine,” she says, "He was them for
o day, and they sent him back.”

Today, KLA-Tencor uses GlobeSmart, & cross-cultural
training product from consulting firm MaeridianEaton Glob-
ol. GlobeSmart is & Web portal that allows a range of am-
ployeds to learn aboul the history of a country and to as-
sass their own communication style to determing how they
may need to adjust their behavior in a particular country.

KLA Tencor has Asia-based employees use GlobeSmart
to relate more effectively to U.5. colleagues. For example,
the site has wisdom for Asians regarding Amancan e-mail
culture, Stasi says. “Aslan employees neaded to undar-
stand that they did not need to copy LS. executives on
local e«mails,” Stasi says. "In Asia, this is viewed as baing
polite, but in the L5, it contributed to e-mail overload *

Beyond GlabeSmart, KLA-Tancar Is putting more at-
tention an helping managers throughout the company
deal with othar cultures. That's partly because of the inter
national, “virtual® nature of product teams today, Stasi
says. In one case, & KLA-Tencor devics is manufactured in
Singapore and Malaysia, with software written in India and
the team leadar located in tha LS.

"Becouse that's the wave of our future, everyone has
to think globally,” Stasi says.

—EF.

in bsrwel. The key, Gohil says, was an uncomioriable expe-
rience heyond the progrm’s formal structure. Now based
in the United Kingdom, Gohil co-led o team as it put to-
gether a business proposal. But he noticed that during
breaks in the seminar, Ismaeli members of the team wore
chatting among themselves about the project in the hall-
way. " felt a fittle Jelt our,” he recalls. So he confronted
his Israeli cosleader, told ber he Gelt excluded aod asked il
he were somehow not doing his job properly. “She said,
There's nasthing going on—ics just o litke corridor conver-
sathon,' " Gohil recalls. "For them, it was entirely natural 1o
have that conversation outside a mecting environment, It
was o real eye-opener,”

Ciohil says it was helptul o learn about lsraeli work-
FI“C.' |'“t|i|r" t'{".'l“‘!' I-".' i-““] l!llll'.'f *!“l'l I:II1FI|IH11:5- “l"k
in geographically diverse teams on a regular basis,

Amaong the challenges for session Facilitators is making
sure that Asinn members, who tend to be less vocal than
their Enropean, American or lsmell counterparts, are heard.

Cohil served as a facilitator at o seminar in Ireland and
Fownd himsell stepping into a group’s discussion o elicit
comments from a manager from Penang, Malaysio. The
guiet Maloystan emplovee made o helpful remaork that put
the conversation in o broader contest. "It wasn't that he

'l'l'i:rul:lrrr MANAQEMENT | www wiorklorce com

wasn't engaged,” Gohil says, “He was going through a very
structured thought process.”

COMPANIES TAKING NOTE

Although Intel isn't currently doing a bottom-line as
sessment of Garara's program for midlevel managers, the
company is committed to the profect. After a pilot session
binst veear, Intel doulsled the number of seminars slated For
this vear, to cight.

One of the advocates of the LTP program is Glenda
Dorchak, vice president of Intel's digital home group and
general manager of its consumer electronics group. Do
chak spoke at the first session in San Jose, California, last
Decemboer, and ended up acting as the “hanker” for the
teams of middle managers pitching business proposals.
She was impressed enough by the program 1o offer to be
its executive sponsor. As Dorchak sees it, middle managers
at Intel are poised to wrestle with the greatest amount of
¢hange within the company, and are eritical to the Tuture
growth aof Intel, “Midlevel managers need to have the tools
amd exporieno (o work effectively inoa global business amd
development environment,” she sivs,

Akey to the program's success, she savs, is the way it is
tiibored 1o midlisvel MNAgeTs, e wing thein ey e bisi-
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Culture of Understanding continued

TO HELP RETAIN NEW EMPLOYEES in Indla, sofiware
firmn Siefra Atlantic uses a variation on the Amaerican "take
your children to work”™ tradition

The company invites parents of new hires to visit and
[earn about the company. Thare's an introduction from com-
pany sxscutives, lunch is provided, and guests—primarily
fathers thus far—have a chance to ask questicns about the
firm andd the workplaca. Typical questions include: What are
the career prospects for their children? What are the com
pany's plans for growth? And how does Sierra Atlantic sup
port their children's pursuit of higher education?

The company is based in Fromont, California, and has
about 800 employees at offices In the southem Indian city of

Family-friendly in India

Hyderabad. The quarterly “take your parents to work”
events are an attempt 1o recognize the impartance of family
and parental guidanca in Indian cufture—and te make Slerra
Atlantic stand out in the competition for technical talent
there, says Hope Nauyen, company marketing manager.

“In india, parenta have a major say in the career moves
of their childran,” Nguyen says. "I Sierra Atlantic is able
to convince parents about our values, work culture and
growth prospects for employess, (it can) increase compa-
ny loyalty among ther children.”

This cost of the program is minimal, Nguyen says, but it
is helping to trim Sierra Atlantic's turnover in India. Sinca
the initiative began last year, the annual attritian rate for
new colloge graduates hired in india has dropped from 20
parcant to 10 parcant,

The program also marks an attempt to esse the cultural
straing of tech work in India. With the growth in technology
and back-cHice operations, young Indians are at times fe-
quired 1o work at night because of the time difference with
the U.S., alter their accents to sound American and ¢ven
take an Westarn names when handling customer calls,

Siarra Atlantic isn’t the only outsourcing company in In-
dia spensaring family days, Progeon, a subsidiary of India-
based tech services company Infosys Technologies, hosts
family days evary three months for new emplayess and up
to three family members. It also tries ta help employees
adjust to working an clients’ schedules, which somaetimes
clash with India festival celebrations.

“To make up for it we celebrate these at night,” says
Mandita Gurjar, Progeon vica prasident and head of hu-
man resource development, She says the on.site festivities
might include special foad and ethnic dancing. —E.F.

niess poles in a leaming environment with colleagues from
arcund the world,

*“The consistent feedhack from the sesslon was that
participants could apply key learnings in their respective
work environments, tmking them bevond the classic test-
book learning,” she savs:

Gaezarn savs participants are raving about the wark:
shops in their feedback farms, Recent reviews have seored
the seminars at 4.61 on o five-point scale—a higher mark

than any other given in the past 15 years ta the

Workiforce. .
> eom |  |cadership program For lower-level managers.

Sou why Micrauoft goes ta : , i _
*_:‘;.mm Gazzara .»uguult_l]n.ul Intel's new program,
warkfores. com/tachisient with its diverse participant makeup and experien-

3z

tinl approach, may mark a new ena in leadership
development, one suited for a more intetnational business
climate. “The way we've done trining in the past, particti-
larly in the glohal envirsnment, may not be the best way to
do training in the future,” hi says.

One sign of the trend is increwsed nterest in culiural:
differences training at MeridianEaton Global. Danve Eaton,

Work force mamsoemeny | www. workforee canm

eo-lounder of the firm, says that live years ago just anc ar
two clients asked about such trining for their up-and-com
ing lenders. Now dozens are clamoring for such workshops
“Just ahout everv elient is asking us for this,” he says,
Eaton declined to name specific customers, but his
firm serves big guns, including all five of the Fortune 5 and
g gquarter of the Fortme S00. A group course for about 20
people typically lasts a day and costs S300 1o S40 per per-
som, Amor (he program’s goals are for a leader to leam 1o
aecurately “read” their intermational counterpans’ behay-
ior awnd understand the mtlonale behind their actions.
Caiven thee push for sales abroad and ever-more cosmao-
politan workforees, other training programs with a focus
on cultural differences are lkely to emerge in the near
term, Without them, companies run the risk that eross-cul-
turul encounters will be about confusion rther than com
prehension—and ultimately o better bottom line,  wiin

En Frauesoeis isa Workforce Managenent staff weiter

brasared e Saari Frumscisce. T commeni, ol eciors@wssfefne com

SOavisMarn 21



