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Inclusive Leadership
	We are pleased to inform you that IBM and TMC have been selected to receive five Excellence in Practice citations in the following areas for our joint efforts in the development and deployment of a global diversity initiative:

· Electronic Learning Technologies

· Managing Change

· Organizational Learning

· Performance Improvement

· Valuing Difference

Through its awards program, ASTD recognizes exemplary practices in workplace learning and performance, affirms the success achieved when the best interest of employees and the organization are considered, and widely disseminates the practices and shares the learning of the award recipients.



[image: image2.emf]Profit

Reduced

training costs

Reduced lost

expertise

Increased

global

collaboration

Reduced time

to market

Reduced hiring

costs

Expenses Revenue

Increased

productivity

Reduced employee

attrition

Increased

sales

Improved IBM

image with culturally

diverse customers

Increased # of culturally

diverse employees

Increased

repeat sales

Increased

customer

satisfaction

Increased

customer

loyalty

Increased

innovation

Improved employee

morale

Reduced

conflict

Improved

teamwork

Increased

responsiveness

to customers

Increased employee

motivation

Improved employee

performance

Ability to adapt

style to cultural

situations

Knowledge of

local diversity

custom &

practices

Takes time to

consider

cultural issues

Recognizes

cultural

preferences

Communicates

high

performance

expectations

Provides

appropriate

recognition

Leverages

employees’

strengths

Practices

inclusiness

Openly

discusses

cultural issues

Adapts style to

cultural situations

Knowledge of

dimensions of

cultural diversity

Non-judgemental

appreciation of

cultural situations

Ability to

overcome

barriers

Ability to recognize own barriers to

valuing diversity

Business

Results

Organizational

Performance

Indicators

Individual/Team

Performance

Indicators

Behaviors

Knowledge, Skills &

Attitudes


[image: image3.emf]Profit

Reduced

training costs

Reduced lost

expertise

Increased

global

collaboration

Reduced time

to market

Reduced hiring

costs

Expenses Revenue

Increased

productivity

Reduced employee

attrition

Increased

sales

Improved IBM

image with culturally

diverse customers

Increased # of culturally

diverse employees

Increased

repeat sales

Increased

customer

satisfaction

Increased

customer

loyalty

Increased

innovation

Improved employee

morale

Reduced

conflict

Improved

teamwork

Increased

responsiveness

to customers

Increased employee

motivation

Improved employee

performance

Ability to adapt

style to cultural

situations

Knowledge of

local diversity

custom &

practices

Takes time to

consider

cultural issues

Recognizes

cultural

preferences

Communicates

high

performance

expectations

Provides

appropriate

recognition

Leverages

employees’

strengths

Practices

inclusiness

Openly

discusses

cultural issues

Adapts style to

cultural situations

Knowledge of

dimensions of

cultural diversity

Non-judgemental

appreciation of

cultural situations

Ability to

overcome

barriers

Ability to recognize own barriers to

valuing diversity

Business

Results

Organizational

Performance

Indicators

Individual/Team

Performance

Indicators

Behaviors

Knowledge, Skills &

Attitudes


G. Summary of the Practice  

The global economy has redefined the way we do business. While technology has improved the speed of communication, the success of global organizations depends on the skills of individual managers to work effectively with their global partners, colleagues, and team members. To this end, breaking cultural barriers to build trust, rapport and credibility is a critical leadership skill. A flexible, culturally appropriate behavioral repertoire and an atmosphere of trust, respect and inclusion are essential to successful global performance. 

Inclusive Leadership is a comprehensive learning initiative with a mission to (1) improve individual manager’s effectiveness in a global matrix, (2) enhance organization effectiveness, and do both by (3) advancing and extending the core messages of the company’s U.S. domestic diversity approach (4) to address multiculturalism in a way that is universally applicable.  

A team of internal and external contributors successfully developed and launched multiple interrelated components, including:

� Web-based resources 

� E-learning modules 

� Online tools 

� A facilitator-led, skill-building workshop

Integrated into a phased learning architecture, the Inclusive Leadership initiative achieves economy in learning through its blended approach of e-learning and face-to-face skill development. Well researched content, an adaptable delivery format, and global pooling of experience and expertise have established Inclusive Leadership as a high impact, state-of-the-art learning experience. Its comprehensive measurement and evaluation strategy, and a uniquely customized action plan ensures linkage of individual actions to organizational performance.

Strategically, the program will meet both the immediate and long-term leadership development needs of 70% of our managers who are presently in global, cross-cultural roles, as well as contribute to an enhanced organizational climate, and global business performance. 
H. Background 

Inclusive Leadership is a state-of-the-art management development initiative that focuses on the development of culturally competent leadership in support of effective global performance of individuals, teams and entire organizations. The four-fold original purpose/goal of the initiative has remained consistent since its inception in 1999, namely, to provide education, training and tools: 

1. To improve the individual manager’s effectiveness in managing successfully in a globally diverse and complex environment.

2. To enhance organization effectiveness as a complex, global matrix by providing an organization-wide, consistent approach for understanding and transcending cultural boundaries at various levels.

3. To advance the core messages of the organization’s US domestic diversity approach

4. To address multiculturalism in a way that is universally applicable.
To realize these objectives, IBM’s Global Workforce Diversity and Management Development organization, in partnership with a uniquely qualified consulting group, engaged in the design, development, piloting, deployment and evaluation/measurement phases of the practice.

Throughout 1999 and 2000, the team completed the design, development and piloting of various components of the practice, including web-based performance tools, 
e-learning components and a two-day, facilitator-led learning lab. Pilots were conducted in the Europe, Middle East and Africa, Asia-Pacific, and The Americas regions, specifically in Canada, France, Ireland, Japan, Mexico, Singapore, South Africa and the United States. 

After implementing a series of enhancements and improvements the initiative was deployed in early 2001. To date, deployment locations have included Australia, Austria, Belgium, Brazil, Canada, China, France, Germany, Italy, Japan, Mexico, Peru, Singapore, Spain, the United Kingdom, and the United States.

In 2002, deployment was supplemented with a comprehensive measurement and evaluation initiative to include Level II through V evaluation of the practice. Level 1 results are now being expanded to include Level II through V evaluation of the practice with full implementation results to be realized in 2003. The deployment phase is planned to continue through at least 2006. 
Inclusive Leadership is a truly global practice and, like the pilot programs, the constituent learning lab and web-based components are being deployed on a worldwide basis. All components are delivered in English, but small discussion exercises are often done in the dominant local language. This initiative serves approximately 23,000 global managers, a growing subset of IBM’s total of 32,000 managers working in over 160 countries. The target group has been defined as managers with global responsibilities needing to (a) improve their cultural awareness, (b) develop skills to enhance management/leadership of diverse teams or organizations, (c) maximize synergies between diverse groups across societal, functional and organizational culture, and/or (d) prepare for business assignments in different cultural environments.

To support successful global deployment, we identified key sponsors for the practice in each region. A sponsor actively supports the deployment in the region and is instrumental in organizing logistics, selecting and inviting potential participants, introducing and positioning the learning lab, and tracking feedback and results of the practice in his or her respective geography.

Inclusive Leadership is supported by a core team of seven facilitators, three administrative support coordinators, one web manager and three consultants (experts in global management, cultural competence, and measurement and evaluation respectively). This geographically dispersed team is led by the senior practice leader for diversity and multiculturalism. This core team is responsible for maintaining the program as a state-of-the-art practice, distinguished primarily by four interrelated features:

1. Utilization of an award-wining blended learning approach, which combines online resources and tools with facilitator-led learning labs. According to this model, managers have 24/7 access to on-line resources on the subject. This learning is further reinforced with the help of an online multicultural simulator and an informational website that prepares participants for the two-day learning lab. Personal action plans are supported for a subsequent period of 12 months through access to subject matter experts via a designated learning portal. This blended learning approach is critical to the success of the initiative overall and to its cost-effective deployment.

2. Robust instructional design with global, cross-cultural applicability. The learning lab is designed to allow a high level of flexibility around a standard and consistent core instructional path. This feature allows facilitators to adjust the approach to the cultural context/expectations of the participant groups while keeping core messages and learning outcomes intact. This feature is critical to the universal success of the learning lab.

3. A leading approach to cultural competence. Inclusive Leadership uses a patented approach which explores culture (a) without stereotypical representations or generalizations, (b) at four distinct yet interrelated levels at which it affects management effectiveness (societal, organizational, team and interpersonal), and (c) through a validated individual profiling instrument. 

4. A rigorous measurement and evaluation initiative. Inclusive Leadership is accompanied by a measurement and evaluation initiative, "Learning Effectiveness Measurement," based on the "Training Results Measurement" methodology, published in "Link Training to Your Bottom Line" (ASTD Info-line, January 2002, Issue 2001). We have used Predictive Measurement and Formative Measurement at Levels 1 through 5.  Baseline Measurements are currently being taken, with In-process and Retrospective Measurements at Levels 2 through 5 to be collected in 2003.
I. DOCUMENTATION 

A. Needs Identification

Throughout the mid-1990s, various organizations within IBM (notably: workforce diversity, management development, leadership development as well as various business units) independently tracked how developments in the business and experiences of its managers forged together. The resultant insights are best captured by Rosabeth Moss Kanter: A smaller world creates a bigger agenda for business. There are more cultures to understand, more social responsibilities to master, more time pressures to juggle and more relationships to rethink.

This insight significantly fueled the creation of an internal practice dedicated to diversity and multiculturalism and the chartering of a targeted development initiative focused on building cultural competence and realizing its individual and organizational benefits. Formal and informal qualitative data gathering yielded that this insight was brought to the forefront by the following changes and developments:

· The restructuring of IBM in mid-1997 which effectively transformed IBM from a multinational to a global/transnational organization.  This radically changed the operating environment of managers into a complex and ambiguous global matrix. 

· Trends in global workforce demographics. Labor movement and migration affected the workforce in various key locations and forced local managers to respond to the increasing heterogeneity of local workforces. For example, the production facility in Ireland saw an increased workforce of southern European, African and Indian origin, and a call center operation that required the creation of a linguistically and culturally diverse call-center staff.

· The outsourcing of key processes as part of the reorganization in 1997 also yielded new organizational processes and partnerships. It was imperative, therefore, for managers to transcend traditional boundaries and create cross-functional, cross-organizational synergies.

· The need to transcend boundaries was amplified with increased mergers, acquisitions and joint ventures. Not only were organizational cultural differences a key challenge to integration and synergistic operation, but national cultural differences became significant as organizations of varying national origins were involved. 

· Increased criticality of diversity concerns in various key geographies. The political and socio-economic trends in some locations further amplified the need to provide managers with basic cross-cultural skills and techniques to improve organizational climate. Changing social dynamics as a result of Apartheid in South Africa is a good example of the sudden urgency of multicultural effectiveness for individual managers and entire organizations. 
These trends were highlighted in academic and management literature and were further confirmed by a consortium of 20 non-competing Fortune 500 companies, of which IBM is a founding member. While difficult to quantify, the risk to managers of operating without structured guidance in meeting the challenges of multiculturalism was assessed as significant enough to warrant investment in a development initiative. Consequently, IBM has invested approx. US$ 500,000 and a designated team of seven to the design, development and deployment of Inclusive Leadership and projects a sustained additional investment of approx. US$ 200,000 per year through at least 2006.

Apart from equipping individual managers with heightened awareness, knowledge and skill readiness for a global, multicultural environment, the need/benefits ratio of the initiative entailed a calculated strategic desire to (a) directly improve tangible business results, where possible, and (b) positively affect the more subtle organizational climate level. 

A strong alliance of internal and external resources was forged to realize the following goals:

· Better prepare IBM’s managers to succeed in the global marketplace

· Support IBM's globalization

· Foster cross-cultural understanding

· Support other Diversity initiatives

· Complement other offerings and content by Management Development

In pursuit of these goals, a comprehensive suite of learning tools was developed and implemented with a strong reliance on web-based tools and a blended learning model that has proven effective to meet the learning deployment and efficiency needs of a large organization. 

Web-based reference tools, job aides and a multicultural simulator were supplemented by a two- day learning lab. This approach provides managers with a learning experience equivalent to five days of learning in two days of classroom time. Within a short period of time, its efficiency and practicality won internal acclaim and recognition for Inclusive Leadership. It is being recognized as a key learning solution to improve business performance by individuals and intact teams, and for its positive contribution to the organizational climate overall.

B. Design Value

The overall goals were translated into the following broad objectives:

· To improve individual manager’s effectiveness in a globally diverse and complex environment.

· To enhance IBM’s effectiveness as a complex, global matrix by providing an organization-wide, consistent approach for understanding and transcending cultural boundaries at various levels.

· To advance the core messages of IBM’s award-winning U.S. domestic diversity approach.


· To address multiculturalism in a way that is universally applicable.

From the very beginning, both individual and organizational impact was targeted by the Inclusive Leadership initiative. To realize this, the design team faced a variety of challenges:

1. Creating a learning approach that would work for worldwide deployment. IBM has been recognized as a leader in initiating breakthrough thinking in leadership development and this new initiative strove to keep in line with its innovative practices. No other organization had been identified to enable benchmarking at the same scale as this initiative. As a result, we decided to apply our proven practice of a blended 
e-learning approach as the best means to address worldwide deployment concerns.

2. Establishing a cost-effective and efficient solution. Limiting resources, both financial and time, while maximizing learning was an added requirement. With these considerations, the design team created an extensive learning experience that leveraged and optimized our multi- tiered learning delivery approach. The resulting blended learning offering included online learning and simulations in preparation for a two-day facilitator-led learning lab augmented by web-based support tools. Maintaining a learning-lab was central to ensure the initiative was indeed a gateway to sustained skill building and behavior change. To accomplish both organizational and individual needs, the learning lab was framed to enable participants to: 

1. Describe their individual and organizational learning challenges associated with IBM’s globalization

2. Define culture and its role in IBM’s business interactions.

3. Apply a model of culture to describe and address cultural differences.

4. Explain their personal cultural profiles.

5. Demonstrate the skill of style switching.

6. Identify applications to improve their effectiveness within IBM.  

The online pre-work, practice and follow-up options ensured necessary reinforcement and long-term management development as an extended learning process, rather than just a two-day classroom event. 

3. Finding the right approach to culture and multiculturalism. The design team realized that, in dealing with a subject as complex and sensitive as culture, an approach was needed that would be acceptable to all our employees across the world. 

As a result, a comprehensive model of culture was adopted that is applicable for various interaction levels (national, organization, team and interpersonal) and is both practical and actionable. This model gives our managers a practical appreciation and understanding of the uniqueness of various cultures as the foundation for skill-building.

Benchmarking revealed that most organizations were approaching culture and multiculturalism based on country-specific training for their employees with exclusive focus on the concept of “national culture,” often reinforcing stereotypes.  This did not support our core philosophy toward diversity and was, therefore, not considered.

The benchmarking study revealed that a few organizations were using the cultural orientations approach developed by a leading consultancy in global management development.  After testing this approach, our organization engaged this consultancy to support the Inclusive Leadership initiative as part of the design and deployment team. The consultancy’s contributions are its model of culture, conceptual approach to cultural competence, individual cultural profiling instrument, its web-based infrastructure, extensive experience in design and development for a global marketplace and openness to fit its tools to IBM’s e-learning model and approach to diversity.

With these issues addressed, the design team developed a learning architecture, combining a series of elements in a phased learning approach, cumulatively building individual skills and enabling organizational improvement.

Phase 1: The participating manager begins the process by consulting the intranet resources of QuickViews on Culture, Globalization and Working Internationally, the Cultural Orientations Model, and the personal cultural profile and learns to navigate and search effectively for online information. 

Phase 2: Through engagement with the online Multicultural Simulator and Culture Clashes, the learner engages in typical, real-life business scenarios -- motivating and communicating for effective people management. The online modules are centrally maintained with updates from the global audience, which keeps the content up-to-date. 24/7 availability makes access to its content convenient to each learner’s schedule and time zone.

Phase 3: Participation in the two-day learning lab. As participating managers already have experienced the model and basic information on culture, the facilitator can move directly to higher order, experiential action learning. Each manager brings a real-life problem to the session and is coached by a fellow participant (often from a different cultural background) to define and see the problem from a different perspective. This also helps to validate the results of the personal cultural profile and gain awareness of one’s own cultural orientations and biases.

The emphasis on a culturally diverse group of participants is part of the learning lab design.  The frequent changing of table-group members for team presentations ensures that each participant is exposed to real-life issues in culturally diverse settings and ways to resolve them, thereby  providing real-time practice in the class room. This approach for a subject as personal and sensitive as culture creates an environment where students learn from each other in a non-threatening and non-judgmental atmosphere. In addition, to ensure that skills are immediately transferable to work situations, participants develop a Personal Business Action Plan which (a) provides a road map of the cultural journey the individual must traverse to gain competency in the field, and (b) the critical leverage for transforming individual learning into an organizational asset.  

Phase 4: Implementing the Action Plan. In this phase, the manager continues learning through web-based modules and resources. It provides opportunities to actively share experiences and insights with others and gives access to personalized help from cultural experts, thereby actively supporting the formation of a sensitive and performance-driven organizational culture.
The Learning Ladder…..

	
	Reinforcement and continued learning with specific need-based inputs

	
	
	Highly interactive cultural engagement with face to face facilitator & peer coaching
	· Continue web based learning

· Share experiences with others

· Obtain personalized help for specific country challenges

· Build a sensitive and performance driven organizational culture

	
	Interactive Learning Modules and online skill practice
	· Practical applications of Cultural Orientations Model

· Facilitated learning 

· Real life case analysis 

· Style switching and skill building exercises
	

	Conceptual understanding and appreciation of culture
	· Country specific cultural information with interactive culture clashes

· Multicultural Simulator that allows practice in applying the newly learnt concepts to real life situations
	
	

	· e-learning 24/7

· Basic concepts of culture & Business, Globalization, Culture Shock, Diversity and Multiculture:

· Inclusive Leadership

· Personal cultural profile survey


	
	
	

	Phase 1
	Phase 2
	Phase 3
	Phase 4


It is noteworthy that the e-learning components are built with a high degree of flexibility, encouraging managers to choose resources more in line with his or her current needs rather than imposing a rigid pre-class involvement which may not meet everyone’s specific needs. By structuring the learning through core modules, a learning lab with activities for various learning styles, a host of e-learning options offering flexibility for each participant with a focus on application to individual business challenges, Inclusive Leadership caters to the specific needs of individual participants. 

Organizational needs are addressed in a variety of ways: 

1. Program content makes a strong and repeated linkage between individual behavior and organizational performance, thereby solidifying the awareness of this intricate relationship.

2. Importance given to the Personal Business Action Plan reinforces linkage and yields specific contributions to organizational performance.

3. Consistent and organization-wide deployment of the program will provide managers with a shared language, reference and perspective on multiculturalism to create improved organizational climate.

4. Endowed with a high degree of flexibility and methodological variety in delivering its core concepts, messages and skills, the learning lab is also offered to intact groups as a team building and integration exercise. This has the advantage of a diverse global team working out its internal norms of conduct in a way that best leverages the differences in that specific team and directs action planning toward team-based performance. 

C. Alignment

This program is distinguished for its strong alignment with the goals it set to achieve and the various agents that support its realization. Inclusive Leadership:
· Delivers on the initial charter and has consistently generated learning outcomes aligned with this intent. The following chart illustrates the realization process: 
	Original Charter
	Inclusive Leadership Learning Vehicles 
	Consistent Learning Outcomes

	1. Better prepare IBM managers to succeed in the global marketplace
	· Quickviews on Culture and Business and Culture Shock (e-learning)
· Going Global (web resource)

· Global Mindsets and Skillsets (learning lab module)
	· Understanding globalization and its impact on managerial skills 
· Understanding how to utilize web-based information resources to support performance

· Understanding specific skills required for managerial effectiveness.

	2. Support IBM’s globalization
	· Quickviews on Culture and Globalization (e-learning)

· Organizational Forms (learning lab module)

· The critical role of culture in a global environment (learning lab module)
	· Clarity of the advantages of IBM’s organizational structure

· Clarity on the importance of fostering a consistent organizational culture for global effectiveness
· Commitment to actualize IBM’s leadership competencies as the building blocks for its global culture

	3. Foster cross-cultural understanding
	· Quickviews on Diversity and Inclusive Leadership (e-learning)

· Introduction to Culture

· (learning lab module)

· The Cultural Orientations Model (learning lab module)

· The Cultural Orientations Indicator (learning lab module)

· Multicultural Simulator (web-based interactive module )
	· Understanding key elements of cultural differences

· Applying a consistent language for mapping cultural differences and similarities

· Understanding personal cultural orientations

· Identification of culture gaps and personal action plans

	4.  Support other diversity initiatives
	· Linkage to global workforce diversity imperatives (learning lab)

· Exploration of the relationship between culture and diversity (learning lab)
	· Inclusive Leadership practices

	5.  Complement other Management Development offerings and content  
	· Blended learning approach

· Linkage to IBM’s leadership competencies

· Linkage to coaching model
	· A distinguishable global organizational culture

· Common learning modules create common priorities that improve cohesion and teaming


· Is aligned with other learning and performance improvement practices. This area of alignment is a unique feature of Inclusive Leadership, as it: 
· extends and contextualizes key issues of the organization’s domestic diversity approach to a global arena of application.

· makes explicit linkage to the organization’s core leadership competencies and discusses the impact of cultural variation on their effectiveness, understanding, and execution.

· builds on other management development programs, content and messages, such as it’s coaching model, diversity policy, etc.

· extends the organization’s commitment to a blended learning model in keeping with the organizational goal that core, common and critical development programs will be offered in a blended learning framework.

· Results from exemplary teamwork and partnership of both internal and external agents. Inclusive Leadership is exemplary in its reliance on strong teamwork and partnership that enabled its creation and deployment. The following are the key team and partnership relations:
1. Strong collaboration and coordination between the global workforce diversity organization, management development organization, and Global Business Units. This relationship has been instrumental in chartering the initiative as well as its positioning and deployment.

2. Synergistic relationship between the Management Development organization and an external consultancy in global management and leadership development. This relationship was instrumental in the design, development, piloting and training of internal facilitators. 
3. Strong and committed global teamwork by the development and 
facilitation team. A team of globally dispersed facilitators, cross-trained in diversity interventions, has been deploying the learning lab and maintaining the web-based learning infrastructure. The team members, located in the U.S., France, Austria, Taiwan, and India have been committed to putting the initiative’s messages into practice.

4. External business partners have contributed in a variety of ways, either through sponsorship or the voluntary contributions of resources to the development of content. For example, the Multicultural Quickview and web site were co-designed with the Intercultural Business Institute of the University of North Carolina, Charlotte.  The 300 interactive cross-cultural scenarios were co-developed with the director of the institute.
The impact of possible partnerships in this program is far reaching in its application and illustrates the significant impact that strong teamwork and partnership relationships have made to the success of the initiative.  This also includes partnerships in the deployment and application, such as a group of high-potential women sponsoring a special session or a senior executive using Inclusive Leadership and his cultural profile to introduce himself to his new global team. 

D. Evaluation Strategy 

The program is evaluated using “Learning Effectiveness Measurement” (LEM) which combines conventional and innovative elements. The conventional elements focus on Levels 1 to 3 of the 4-level Kirkpatrick scale. To measure business results (i.e., Level 4), we have adopted Causal Chain Analysis, which is part of the predictive component of LEM. The purpose of Causal Chain Analysis is to link the learning interventions with business results through its business logic.  Causal Chains, as the one depicted below above for Inclusive Leadership, link the intervention with business results through a series of intermediate levels (behaviors, and individual and team performance indicators). Causal Chains also provide the basis for generating relevant measures for assessing business impact and ultimately Return on Investment (ROI). Most importantly, however, they provide us with the basis of driving the intervention to achieve those results.

The causal chain diagram for Inclusive Leadership is mapped below. 
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The Inclusive Leadership initiative was traced through a chain of causality from Knowledge, Skills and Attitudes through related Behaviors, Individual and Team Performance Indicators, and Organizational Performance Indicators. It provides insights into the causes and effects that link interventions with business results and the variables that will yield an appropriate evaluation of impact to be tracked and measured starting in 2003.

As the LEM evaluation strategy is being deployed, we have results from the overall effectiveness at Level 1. A student perception survey assesses all aspects of the pre-lab module, the flow and structure of content and the effectiveness of delivery and facilitation. This ensures continuing focus on student experience, and quarterly analyses determine changes and amendments. Knowledge gain (i.e, Level 2) is not formally measured. However, an informal team competitive exercise has been designed to provide qualitative feedback. In quick paced rounds of questions which cover all aspects of the course from e-learning to practical skill building techniques in the lab, the participants revisit the applicability of concepts in real-life business situations. 

This approach conforms to IBM’s learning evaluation guidelines developed by our internal Learning Integrator Council, (driven by the V.P. for Learning) which developed LEM as a system for linking even soft-skills learning with tangible business results and provides a common conceptual model and language for discussing learning relative to business issues and derives relevant measurement variables.

Level 3 measures the direct impact of the program on behavior change. Self-efficacy validations are being used to track impact in the workplace. Also, the increase in self-initiated visits to the Going Global website and to the Diversity Quickviews, are a measure of the impact of the program in assisting managers with online resources to resolve everyday performance issues. These sites present our employees with the best thinking and subject-matter expertise for immediate reference. 

Level 4 will be measured by interviewing participants 180 days after completion of the program. Specifically participants will ask to isolate specific culture behavior changes that they apply to a customer situation and describe the outcome. We want to identify those cases where the actions were altered through culture awareness and assessment. 

The Inclusive Leadership initiative delivers on its cost efficiency mandate. Savings associated with the use of the blended learning format are estimated at US$2.6 million over a three-year period.

E. Results 

Cumulative results of Level 1 satisfaction ratings, participant testimonials, spot checks through follow-up conversations, and the growing positive reputation within the organization indicate overall positive and desirable results. The following are the specific results measures available today:

The Level 1 evaluation shows high participant satisfaction with both the content, administration and mode of delivery. Participant feedback resulted in the addition of new material to make the learning experience as practical and close to the work place as possible. On a scale of 1-5, with 1 representing the highest satisfaction, the learning lab has achieved an overall rating of 1.4 in 2002.  

Level 2 results of the team competitive exercise do show that the participant have acquired the cultural concepts presented in the program. For Level 3 results, the “Rip & Read” facility, which allows employees to print hard-copies of this material, has been very popular with managers across all geographies and has seen an estimated annual increase of 82% percent between 2001 and 2002.  This is supported by testimonials of participants consistently attest to improved confidence in facing multicultural and global management challenges and increased readiness to compete in a global marketplace. Participant feedback emphasizes a heightened appreciation of attitudes toward diversity, improvements in customer/client support, enhanced cross-border negotiation results and improved cross-border functional communication.  Inclusive Leadership has proven to be a highly effective team-building experience for global teams. As a result, sponsorship and interest by global business units have increased dramatically.  Level 4 results will be determined as soon as the cumulative statistical database is available.
F. Shared Learning

To date, we have identified several key “lessons learned” in the initiative’s successful deployment on a global scale: 

1. Ensure a strong linkage to strategic business imperatives to focus the discussion of culture and multiculturalism in concise, applied business terms.

2. Support the initiative with a blended approach to learning, incorporating face-to-face sessions with online resources.  This is the four-tier model blended e-learning approach developed by Management Development.

3. Create a global, cross-cultural development and delivery team to effectively deploy the global initiative as well as ingrain and model the intended behaviors.

4. Create effective relationships with subject matter experts that ensure alignment specific to an organization’s needs. The quality of relationships with vendors is key to building sustainable success and continuous improvement of organizational capability through meaningful learning.
The Inclusive Leadership initiative has become an exemplary format for other internal education initiatives and has attracted other organizations to informally benchmark themselves against it. We strongly believe that the Inclusive Leadership initiative is distinguished by its scale, blended approach to learning, advancement in the treatment of diversity and multiculturalism from a global perspective, and impact on the awareness, knowledge and skill-readiness of managers. 

The lessons learned can surely be replicated by organizations willing to commit themselves. IBM has repeatedly been called upon for benchmarking by other globalizing companies from across the world and has hosted representatives to exchange experiences. Also, the Inclusive Leadership practice team partners with IBM’s Learning Services group in extending this practice to external customers.
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BUILDING THE CULTURALLY COMPETENT ORGANIZATION™

Global Diversity and Inclusion Architecture







Visit:  http://www.culturalnavigator.com
609.951.0525
BUILDING THE CULTURALLY COMPETENT ORGANIZATION™
ABOUT TMC

Training Management Corporation (TMC), an international training and consulting firm founded in 1984, specializes in cultural solutions for business.  It is dedicated to building the culturally competent organization whose ability to leverage culture enhances their competitive advantage in the global market.  TMC assists clients to build global and cultural awareness; acquire individual and organizational competencies and skills essential to work across cultures, geographies and functions; and create shared norms and values within an organization.   

Our strength lies in the design and implementation of learning and organizational effectiveness solutions in areas such as global leadership/management development, cross-cultural/diversity awareness and skill-building, global team development, and project management.  

TMC offers a fully validated, web-based cultural assessment instrument – The Cultural Orientations Indicator( (COI®), based on extensive research and its proprietary Cultural Orientations Model( (COM™) which enables individuals to identify their cultural preferences in 10 dimensions of culture and compare/contrast them to the dominant orientations of their co-workers. 

We use the COM™ and the COI® as the cornerstone of all interventions focusing on managerial effectiveness in a global, multicultural context with emphasis on developing cultural competence. The COM™ and the COI® assist in the development of:

· Skill building for individual contributors
· Coaching for expatriate contributors
· Preparation/orientation for frequent business travelers
· Global, multicultural, and/or virtual team interventions

· Skill building for global managers and leaders
TMC’s web enabled system for continuous learning is the Cultural Navigator( which provides eight learning channels focusing on cross-cultural and management skills development.   

Publications: Doing Business Globally: The Guide for Cross-Cultural Success, 2nd Edition; the Cultural Orientations Guide, 3rd edition; and Managing Across Cultures guides.

TMC PARTIAL CLIENT LIST

	· ACCO World

· Air Products

· Alcatel

· American Cynamid

· American Express

· American International Group

· American Lung Association

· ARCO

· Arvin Meritor

· AT&T

· Atlantic Richfield Indonesia

· Avon

· BASF

· Baxter Healthcare

· Berlex

· BP

· Bristol-Myers Squibb

· CEDEP/Insead

· Center for Creative Leadership

· Chase Manhattan Bank

· Chubb Institute

· Citigroup

· Citrix Systems

· Clairol

· Colgate-Palmolive

· Computer Sciences Corporation

· ConvaTec

· Corning, Inc.

· Cytec

· DaimlerChrysler

· Department of Defense

· DDI

· Dun & Bradstreet

· DuPont-Merck

· 
Eli Lilly

· Ernst & Young

· Federal Reserve Board 

· FMC

· Ford Foundation
	· Ford Motor Company

· Franklin Templeton
· GE Corporate/ Aircraft/Capital

· Glaxo SmithKline

· Global One

· GTE

· Hartford Insurance Group

· Hoechst Celanese

· Hoechst Marion Roussel

· Hoffman-LaRoche

· IBM

· Intellinex

· International Flavors & Fragrances

· Janssen

· JFK Airport

· Johnson & Johnson

· John Deere & Company

· Kommunications-Kolleg

· Krauthammer International

· Lam Research

· Liposome

· Long Island Railroad

· Lucent Technologies

· Lykes Americana

· Management Centre Europe

· Marconi Communications

· Marriott Corporation

· MasterCard

· MBNA America

· McDonald’s

· MCI

· Mead Johnson Nutritionals

· Merck

· Merrill Lynch

· Metropolitan Transit

· Mobil 

· Motorola

· National Semiconductor


	· New York City Transit

· Nissan

· Northrup Grumman

· Novartis-Pharma

· NYNEX 

· Okidata 

· PaineWebber 

· The Pew Charitable Trusts

· Pfizer

· Pharmacia & Upjohn

· Pharmacopeia 

· Philips Electronics

· Phillips Petroleum

· Pioneer Hi-Bred

· PPG Industries

· Pratt & Whitney 

· PriceWaterhouseCoopers

· Princeton University

· Prudential

· Purdue-Pharma

· Rank-Xerox

· Revlon

· Rhone-Poulenc Rorer

· Rockwell Automation

· Salomon-SmithBarney

· Samsung North America

· Schering AG

· Schindler Elevators

· Sikorsky Aircraft

· Solvay Pharmaceuticals

· Southco

· Sprint University

· Stanley Works

· Sun Microsystems

· Telcordia

· Texaco

· USAID

· Visa International

· Wunderman
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Building the Culturally Competent Organization™


� HYPERLINK "http://www.tmcorp.com" ��www.tmcorp.com�


� HYPERLINK "http://www.culturalnavigator.com" ��www.culturalnavigator.com�


1-609.951.0525


Princeton, NJ USA








Tier C:


Special Applications





Global Performance Improvement and Leadership Development


Based on Demand





Preparation/Orientation for Frequent Business Travelers





Skill Building for Individual Contributors





Skill Building for Global Managers and Leaders





Global, Multicultural, and/or Virtual Team Interventions





Coaching for Expatriate Assignees





Tier B:


Manager Level








Cultural Orientations at Work


A one-day workshop focused on managerial effectiveness in a global, multicultural context with emphasis on developing cultural competence.





SEE EXHIBIT B








Tier A: Foundation





Organization-wide











Valuing Diversity and Practicing Inclusion


A half-day workshop focused on building diversity awareness and the business benefits of inclusive organization culture. 





SEE EXHIBIT A








Training Management Corporation


600 Alexander Road


Princeton (  New Jersey  (   08540 (  USA


Tel. 609-951-0525 (  FAX: 609-951-0395


� HYPERLINK "http://www.culturalnavigator.com" ��www.culturalnavigator.com�  (   � HYPERLINK "http://www.tmcorp.com" ��www.tmcorp.com�   
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Profit�

Reduced training costs�

Reduced lost expertise�

Increased global collaboration�

Reduced time to market�

Reduced hiring costs�

Expenses�

Revenue�

Increased productivity�

Reduced employee attrition�

Increased sales�

Improved IBM image with culturally diverse customers�

Increased # of culturally diverse employees�

Increased repeat sales�

Increased customer satisfaction�

Increased customer loyalty�

Increased innovation�

Improved employee morale�

Reduced conflict�

Improved teamwork�

Increased responsiveness to customers�

Increased employee motivation�

Improved employee performance�

Ability to adapt style to cultural situations�

Knowledge of local diversity custom & practices�

Takes time to consider cultural issues�

Recognizes cultural preferences�

Communicates high performance expectations�

Provides appropriate recognition�

Leverages employees� strengths�

Practices inclusiness�

Openly discusses cultural issues�

Adapts style to cultural situations�

Knowledge of dimensions of cultural diversity�

Non-judgemental appreciation of cultural situations�

Ability to overcome barriers�

Ability to recognize own barriers to valuing diversity�

Business�Results�

Organizational
Performance
Indicators�

Individual/Team
Performance Indicators�

Behaviors�

Knowledge, Skills & Attitudes�


