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FOREWORD

Projections indicate that within the decade there will be one billion women in the
global economy performing as entrepreneurs and employees, producers and
consumers. These women embody an enormous opportunity to strengthen and
stabilize families, organizations, even societies as a whole. These women represent
One Billion Reasons For Change.

With this as our rallying cry, it is my great pleasure to introduce the
Women>Business series.

Having written extensively about the tensions of work-life balance, | followed
with interest the latest surge of attention paid to the gender gap in leadership,
most notably the coverage spurred by Anne Marie-Slaughter’s 2012 Atlantic
article, “Why Women Can't Have it All,” and Sheryl Sandberg’s Lean In. Yet, at
some point, as the media enumerated again and again the many ways women
cannot and do not have it all, | felt a dangerous ennui set in: So now what?

After speaking with others who felt a similar way, it became clear that the
time had come for a marked shift in the public conversation, one motivated by
possibility and hope. And, thus, the Women>Business series was born.

The issue of women and work has always been a contentious one, and the
recent discussions, ignited by the focus on such topics as women's careers, the
gender gap in leadership, and the work/family conflict, have been no exception.
What often gets lost in the dustups over whether women can “have it all,”
however, is the business case for female leadership. Whereas gender diversity in
the workplace was once framed as primarily good for women, a growing body
of evidence reveals that promoting women in business is good for everyone,
including the businesses themselves. Gender equity certainly remains a matter of
fundamental equity and fairness. But, at the same time, there are also real financial
benefits to promoting diversity in the workplace, which cannot be ignored.

Consider the following: A strong correlation exists between the number of
women in top executive positions and the positive financial performance and
profitability of their Fortune 500 companies. According to a study conducted by
McKinsey, companies ranking in the top quartile of executive-board diversity had
returns on equity that were 53% higher than those in the bottom quartile. We have
moved beyond debating whether women should play a greater role in business;
the pressing question now is how.

Driven by this question of how, and global in its perspective, the
Women>Business series seeks to find answers through the exchange of
inspirational and provocative ideas. While we may be joined together in the



singular goal of promoting gender diversity in the workplace, the solutions are
as varied and complicated as the individuals who make up their industries. Not all
companies are alike, nor does a one-size-fits-all solution exist. Instead, we must
be creative, innovative, and dynamic in our thinking; and we must continually and
rigorously test what we think we know. This is part of the challenge --- and the fun
--- in “cracking the code” for women in business.

In the same spirit as the Women>Business series, One Billion Reasons for
Change: The Business Case for Female Leadership, 0 ers a brief glimpse into some
of the ways that individuals and businesses should and are meeting the challenges
of fostering a diverse global workplace, written by today’s leading change makers
in the field.

e Liz Mellon, an executive director at Duke Corporate Education, offers five
concrete suggestions for businesses to address the issue of gender equality.

* Claudia Bidwell, a global head of talent management, organizational
development and sta ng at Novartis Pharma AG, explores the success of
Novartis Pharma AG's strategic initiative in 2010 to develop female executives.

* Lisa Kaiser Hickey, president of The International Alliance for Women, looks at
the importance of the CEO in shaping a diverse culture within the company.

* Rebecca Newton, a leadership coach and consultant, and a Visiting Fellow
at the London School of Economics and Political Science, profiles emerging
women leaders In Dubai.

* Terry Neese, Founder of the Institute for Economic Empowerment of Women,
highlights the links between female entrepreneurship, economic stability, and
peace.

*  Our very own editorial director, David Woods, interviews Gabriela Hernandez
Cardoso, ranked as the fourth most power woman in Mexico.

* Psychologist Shelley Recinello, author of The Conscious Leader, investigates
the psychological dimensions of leadership and the need for “conscious”
leaders.

* Julia Edmonds, Managing Director of Lexington Catering, emphasizes the
power of passion in achieving success.

Even within the following pages, the proposed solutions to gender inequity are
not without controversy, nor should they be. For instance, Liz Mellon advocates
putting gender quotas in place, arguing that “what gets measured gets done,”
while Lisa Kaiser Hickey counters that quotas crush the entrepreneurial spirit,
to women’s detriment. Going against the common wisdom, Shelley Recinello
exposes the faulty assumption that all women wish to foster diversity by helping
other women, and concludes that promoting women simply for the sake of
diversity could backfire. Some advocate for mentors, others for sponsors, and
still others praise the value of “reverse” mentors. Rather than shy away from such
disagreement and dissent, the Women>Business series will embrace it. After all,



informed debate only pushes us closer to identifying and refining those programs
and initiatives that will be most successful.

Onthat note, | invite you to join the conversation. Please visit womentobusiness.
com for more information on the Women>Business series, and to learn how you
can contribute. We look forward to hearing from you.

Stephanie Staal
Series Editor, Women>Business
New York City, 2015



CHAPTER 1.
CRACKING THE CODE
FOR WOMEN IN BUSINESS

BY LIZ MELLON

WHY IS A SUBSTANTIAL PART of the workforce not represented in equal
proportions in most parts of organizations? Why is it that so many women either
self-select out before moving into the very top echelons of organizations or do
not even have an opportunity to fill these leadership roles?

It makes no sense to lose female talent while good talent today is so hard to
find and retain.

Theories and initiatives abound, but organizations are still stuck. The world is
full of self-aware global organizations that have good intent and policies to nurture
talent. Despite this, progress on increasing the proportion of women at senior levels
is woefully slow and painful — no organization has yet cracked the code.

WHAT IS GOING ON?

Sheryl Sandberg is the chief operating o cer of Facebook and is on Forbes'
list of the most powerful women in the world at number six. She tells a story
about visiting a client and meeting their senior executives in the boardroom.
During a break, she asked to be directed to the ladies’ restroom and no one
knew where it was. There were no women in the room other than her and no
senior women in the company. She was astounded that even today, there are still
global companies with no women at the top.

When | was a professor teaching MBA students at the London Business
School in the 1990s, the young female participants assured me that my ‘feminist
ideals’ were out of date. The message was, ‘relax, that was in your day, we're
beyond that today. Equal opportunities have arrived'.

But evidence suggests this is not true. The Grant Thornton International
Business Report (IBR) 2013 showed that women hold only 24% of senior
management roles globally, just getting back to levels last achieved in 2009.
(Interestingly, this is roughly the highest level of female participation achieved in
the best business school MBA programmes.) The proportion of female CEOs
increased from 9% in 2012 to 14% in 2013, and only 19% of board roles are held
by women. The statistics are stuck. And while there is a saying at work that
everyone agrees with — ‘what gets measured gets done’ — 55% of the 3,500
executive respondents to the IBR disagree with quotas. WWomen seem particularly
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concerned that a quota system could be used to question the validity of their
appointment and that they would be accused of being in place just to make up
the numbers. And Brussels dropped its plans for women board quotas across
the EU in October 2012. So there is a lack of regulatory push behind equality.

WHY CARE?

Why should leaders worry about the gender mixin organizations at all? Why don’t
they just treat it as the natural order of things? After all, men have a tradition of
work (fathers, grandfathers, great grandfathers and men back through the ages
have been raised as breadwinners), while women do not always have a female
role model working outside the home, because many women choose to raise
children and run the household for the family.

Most of us care about the gender mix for reasons of equity and fairness. Why
should one gender be advantaged over the other? But there are also financial
business reasons to care about.

Dr Roy Adler, a professor of marketing at Pepperdine University, reported
in 2007 that a study tracking the profitability of more than 200 Fortune
500 companies over 19 years found that the 25 firms that most aggressively
promoted women to executive positions had 34% higher profits as a share of
revenue than the industry median. What's more, 10 firms with excellent records
of promoting women — including Google, Apple and Johnson & Johnson —
posted much higher profits than even the firms whose records were merely
very good. Catalyst research conducted between 1996 and 2002 also showed
a strong correlation between the number of females in top executive positions
and the financial performance of their Fortune 500 companies.

GOOD BUSINESS SENSE
An article in the McKinsey Quarterly in September 2008 demonstrated
again that companies with more women at senior levels have higher levels of
organizational and financial performance. More recently, a March 2011 Research
Report from Catalyst showed a 26% di erence in return on invested capital
(ROIC) between the top quartile companies (with 19% to 44% women board
representation) and the bottom quartile companies (with zero woman directors).
An April 2012 McKinsey report — a three-year multi-country study from 2008
to 2010 of 180 publicly traded companies — showed that financial returns were
higher in companies that had greater diversity (female and culture) on their
executive boards. The findings were remarkably consistent. Companies ranking
in the top quartile of executive-board diversity had return on equity statistics
(ROEs) 53% higher than those in the bottom quartile. At

the same time, Earnings Before Interest and Tax (EBIT) margins at the most
diverse companies were 14% higher, on average, than those of the least diverse
companies.

With such strong and consistent evidence of the positive impact that female
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leaders have on financial results, why are we still stuck? What is stopping us
from getting more women onto the roster? There are three primary reasons.
The first is unconscious bias at play. Discrimination is not intended or enacted
out of malice — companies generally play by the ‘fairness and equity’ rules. Most
senior men are puzzled as they look around the room and see only other men
looking back at them. They have no clear idea why it has happened that way and
shake their head in puzzlement over why policies designed to play fair by female
employees are not working. They tend to conclude that it must be because the
women have chosen to opt out.

In fact, the villain of the piece is unconscious bias. Whenever there is a
majority or predominance of one type, whether of gender, age or race, the
minority has to play by the unwritten rules of the majority. Historically, we have
more senior men than women in senior executive positions. \Women are playing
by male rules and losing. Organizations designed as hierarchies with ladders
to climb suit the male need for competition, but work less well for the female
leader’s inclusive style. This is not personal prejudice, like everything else in this
article; it is based on research. A meta-analysis by Eagly and Johnson in 1990
of 160 studies found that women use more participative and transformational
management styles compared to men. (Previous research has shown that the
transformational style is most e ective when companies rely on innovation to
stay competitive.)

MEN AND WOMEN LEAD DIFFERENTLY

Groups asked to describe the attributes of a male leader come up with
the adjectives strong, arrogant, intelligent, ego-driven, bravado, powerful,
dominant, assertive, single tasking, focused, competitive, stubborn, physical,
self-righteous and direct. When asked to describe a female leader, the adjectives
change. The list became multi-tasking, emotional, empathetic, strong, intuitive,
compassionate,

relationship-building, verbal, consensus-building, collaborative and gossipy.
Our expectations and experience of male and female leaders di er. Male
executives look at women being a liative and inclusive, rather than competitive
and egotistical, and do not understand or value what they see, despite the
positive outcomes. So when it comes to promotion, women do not come first,
or even high, on the list.

The second reason is that companies are not making progress in micro-
inequities. The impact of women failing to get on the promotion or candidate list,
when judged by male standards of acceptable executive behaviour, is that their
ranks are depleted, gradually and unnoticeably. A micro-inequity — a list without
a female candidate — becomes a macro-inequity when multiplied a hundred fold
and eventually leads to a lack of women in senior levels of leadership.

The third reason is that even when women ask, they do not get. Originally,
we thought that women didn't get ahead because they didn't ask, but just kept

10



CHAPTER 1. CRACKING THE CODE FOR WOMEN IN BUSINESS

HOW TO ADDRESS THE ISSUE OF GENDER EQUALITY

* Treat the issue as systemic. It is not because women are not as talented or
because they choose to drop out for family reasons. It is much more complicated
than that. Acknowledge and address unconscious bias in the system and train
the male majority to confront and address it. We all have bias, it is nothing to be
ashamed of.

* Deal with micro-inequities. If we all ensured that a woman’s name is on every
candidate list, progress would be accelerated.

* Get sponsors for women - not mentors, but sponsors who will shepherd them
through a system currently biased against them.

* Allow flexible working. It helps men and women deal with the demands work
places on us in a world where the conference call can come in at any time of day
from the other side of the world.

* Put quotas in place. What gets measured gets done.

their heads down working hard and doing a good job (for example, see Harvard
Business Review, October 2003). It is true that women do soften or generalize
requests for promotions, raises or moves. But we do ask. Among others, Professor
Tim Judge at Notre Dame’s Mendoza College of Business has undertaken
research that shows that when women ask for more, they are more likely to
have their motives questioned, which can neutralize some of the advantages.
Harvard uses a case study of an employee getting restless and wanting to move
on. When the case is given a male name, the class (men and women) concludes
that they had better agree to his demands, in case they lose him. When the case
has a female name, the class recommends that the employee is told to spend
more time in the current job and not to be so ambitious.

The fact is, women went through a phase of trying to out-tough the men, but
it does not work. Male and female expectations of female behaviour mean that
women playing at being like men lack credibility. It is a lose-lose game.

THE LANGUAGE OF SACRIFICE

The situation is further complicated because somehow, women choosing to
work outside the home have become tangled up in the language of sacrifice.
There is no talk of a man choosing to ‘sacrifice’ something through being at
work, even though a tough job, lots of travel and long hours may mean he rarely
sees his children or wider family. When a woman looks at the same situation,
she talks about balancing her innate desire to support her family against job
demands and then considers what she will need to ‘sacrifice’. The language is
emotive. Is it because women feel out of control? Do they have no choice?
There is a need for more research on this issue.

1
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Anne-Marie Slaughter wrote an article for The Atlantic in July/August
2012 that received huge amounts of coverage and comment. She titled it
‘Why Women Still Can't Have It All' and the opening line ran: ‘It's time to stop
fooling ourselves, the women who have managed to be both mothers and top
professionals are superhuman, rich or self-employed'. Is that the sacrifice? What
about women who choose to remain unmarried, without a partner, without
children or with a husband who looks after the home? If this is how we frame
the issue, as a sacrifice between children and work, we limit the debate. Do men
even consider the notion of ‘having it all”?

The real battle now is that ennui has set in. After years of concentrated
e ort, with so little progress to show for the investment, women and business
are giving up. Businesses shrug and point to everything they have tried, from
equal opportunities policies to appointing a head of diversity and inclusion,
and conclude, ‘we did our best. Women sent on all-female development
programmes are suspicious and resent the idea that they need to be singled out
for special treatment. ‘We are executives first and our gender is immaterial’ is
the complaint that we have heard repeated over the generations of continued
lack of progress.

RISING TO THE CHALLENGE

In May 2012, the Financial Times ran an article on healthcare company Novartis
entitled ‘Women take the fast track'. It started contentiously, with a picture of
CEO Joe Jimenez smiling out from the page, over the opening paragraph: ‘In
May 2010, a New York jury ordered Novartis to pay $250 million in punitive
damages... in what the plainti s’ lawyers claimed at the time was the largest
gender discrimination case in the country.” Yet Jimenez personally and Novartis
as a corporation believe in gender equality. They decided to take a di erent
approach to this challenge, with a new strategic initiative to develop female
leaders. It was not without risk or controversy. The good news is that the initial
results look promising. Indeed, in July 2013, Diversity Journal profiled Novartis
receiving an Award of Excellence for its innovative Executive Female Leadership
Program.

> LIZ MELLON is an executive director at Duke Corporate Education



CHAPTER 2.
BUILDING THE FEMALE TALENT PIPELINE

BY CLAUDIA BIDWELL

IN JULY 2013, DIVERSITY Journal gave Novartis Pharma AG the Innovations
Award for Excellence in recognition of the company actively addressing the
gap in female leadership and fostering gender diversity. During the same year
Novartis' US Pharmaceuticals a liate listed on the Working Mother 100 Best
Companies list in the United States. Novartis decided to takeanewand di erent
approach to this challenge of female leadership years ago. The company started
a new strategic initiative in 2010 to develop female leaders. It was not without
risk or controversy. What is Novartis getting right?

THE APPROACH WITHIN NOVARTIS PHARMA

Novartis is a global healthcare company and is one of the 35 largest companies
by market capitalization. Its portfolio of products is designed to meet the varied
and complex needs of patients. As our company moved into the second decade
of the new millennium, we recognized the business case (laid out in studies by
McKinsey, Catalyst and others) for improving the number of female leaders in
the company, at all levels.

In the Novartis context, there were very specific business challenges. Women
drive a majority of healthcare decision-making and control $12 trillion of the
overall $18.4 trillion in global consumer spending. There is also an increase of
women in the workforce — in both developed and growth markets. For example,
in 2010, 50.6% of all health professionals were women. Both patients and the
health professionals we serve need to see a matching representation of female
leaders within Novartis. There are also increasing regulatory demands placed
on global organizations. While legislation varies and continues to evolve, more
European governments are considering introducing binding quotas for the
proportion of women on corporate boards. There was a growing recognition
within the organization that we should strengthen the female executive pipeline
and representation. Although we have above average representation of women
in senior management positions versus other Fortune 500 companies, progress
to increase this further was seen within the organization as not being quick
enough. We needed to accelerate. The aim was to give better exposure to top
female talent and at the same time to accelerate the careers of suitable female
executives.
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WHY AN EXECUTIVE FEMALE LEADERSHIP DEVELOPMENT
PROGRAMME?

A key component of our strategy to develop female talent is the Executive
Female Leadership Program (EFLP). It is designed to make a di erence — at
the individual, business and organizational level. It is also intended to make
a bold statement and send a message about how serious we are. We chose
participants carefully, based on their leadership achievements and potential. It
was aimed at preparing them for continued leadership roles. The programme
is also intended to provide an experience that impacts not just those who are
part of the programme, but also their teams, their managers and the senior
management of the organization.

The programme is designed to address specifically those issues that we
know talented women may face when striving for the most senior levels of the
organization. These include exploring development opportunities and strategic
career planning, but also broad cultural issues, such as lack of flexibility in
working hours, the impact of dual-career families on mobility and low tolerance
for di erent leadership styles.

EFLP IN DETAIL

EFLP is an all-female programme and definitely not a one-o training course.
It is designed as an intensive leadership experience spanning over 12 months,
with three face-to-face sessions and a lot of activity in between. It has many
distinguishing features, not least that 50% of sessions were led or co-led by the
pharmaceuticals division head and executive committee. In fact, our division
head David Epstein is very visible about championing it in the business.

It is positioned as a talent initiative and built into our talent management
processes. Participants’ progress is reviewed at regional and global executive
committee talent sessions at least twice a year. This means the participants
benefit from broad development opportunities and longer-term career planning,
which was the focus of this programme. Classroom sessions are experiential in
format, so that the women can replicate and then adjust some of the situations
they face every day at work. But their development is about so much more
than classroom learning. Mentors, handpicked from the most senior leaders in
Novartis, are assigned to each of the participants. Each also has the benefit of
an external coach. Webinars are rolled out on di erent business and leadership
development topics to keep the learning alive between face-to-face sessions.

One additional but important feature is that participants are assigned to small
project teams, and each team has to solve a strategic real-time business issue
sponsored by an executive committee member. This is a two-way exchange.
Executive committee members experience the strategic capability of each
participant at close quarters, while the participant gains increased exposure at
senior levels. The projects have been a great addition, as they o er real business
benefit to Novartis as a company.

14
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HAS IT MADE A DIFFERENCE?

The good news is that the initial results look promising. Most of the business
projects have been adopted after being presented to the executive committee
and provide evidence of the return we have reaped as a company from this
important investment in our female leaders.

For the participants themselves, by the middle of 2013, top-line data showed
that 20% of participants have been appointed as country heads or general
managers, while 14% have been promoted onto a local/country or functional
executive committee. A full 80% of participants have moved to new roles (either
a promotion or a lateral move to gain breadth of experience).

We have also benefited from a 95% retention rate of participants over the
past three years.

We have had very strong feedback from participants, the executive committee,
our CEO Jo Jimenez and the line managers involved. The programme has
also activated internal discussions with both men and women about women in
leadership. An unexpected but welcome outcome has been that our Pharma
executive committee has benefited from reverse mentoring from the female
leaders they are mentoring. We have a strong and extremely motivated group
of change agents in the business and the alumnae continue to be very active,
both together and through the extended network they are building.

KEY LEARNINGS

What we have learnt, and would recommend to others, is the importance of senior
management commitment. Too often this translates into a guest appearance or
speech somewhere along the way. We had constant and continuous sponsorship
at the very highest level. We also had a tough selection procedure to ensure
high caliber participants. This was about talent development and every woman
had to be able to look across the room and consider herself to be in good
company. The other aspect we learnt was to make no apologies for what we
are doing. Having better representation of female executives is a business issue
— it's not nice to have, it's a must-have. The level of the programme o ering
also has to be of the highest quality. Top talent makes for a tough audience. As
our number of participants increased over the years, they built momentum as
change agents. Success breeds success.

WHAT NEXT?

Novartis held a further learning session for alumnae in 2013, together with
the Pharma executive committee and the division head, to consider how our
alumnae can continue to pay forwards everything they have learnt. There are
0 -shoot developments in the business at di erent levels to continue to build
the female talent pipeline and we continue to track the career development
of participants. We can definitely endorse and confirm the investment as

15
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worthwhile at many levels.

> CLAUDIA BIDWELL is global head of talent management, organizational
development and staffing at Novartis Pharma AG
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CHAPTER 3.
STRIKING THE GENDER BALANCE

BY LISA KAISER HICKEY

GOLDMAN SACHS' GLOBAL ECONOMIC Report 164 states that investing
in female education creates a “growth premium” that can further GDP growth
by about 0.2% per year. GDP is also driven by demand by consumers, and the
world’s women make up 70% of consumer purchasing decisions. Harsh Purohit
of Cognito

Advertising in India brilliantly illustrates the dichotomy, noting: “If companies do
not relate to gender diversity, then in many cases they are actually missing out:
either on 50% of the resource pool or the consumer pool.”

PROBLEM STARTS WITH QUOTAS

Quotas have increasingly become favoured tools for waging the gender equity
battle. These fiercely won — and fiercely fought — quotas require distinct
percentages of women to be included in corporate purchases or in corporate
boardrooms. Quotas are the means by which Norway has achieved 40% women
on corporate boards, and the way that the US Government targets purchases to
women and minority firms.

Many countries have followed the Norwegian example by setting quotas
for women’s participation on corporate boards. However, an extensive study
published in the Northwestern Journal on International Law and Business reveals
that success is mixed. On the tangible side, there are more women on boards
and, in Norway's case, the quota was quickly met. However, these women have
generally missed the internal leadership progression and/or education that
would have better prepared them for existing and/or future board service.

Quotas are not long-term solutions. To begin with, nothing crushes the
entrepreneurial spirit like quotas, which pre-empts the natural inclination of the
entrepreneur to deploy creativity and innovation in the evolution of a sound
business model. For decades, entrepreneurs have known that solving problems
are the very essence of a company’s success or failure. Problems lie in every
single aspect of the corporate management. Solving problems is simply an
exercise in creativity: thinking beyond boundaries, brainstorming and evaluating
alternatives are the sequence by which we function as CEOs and — whenever
we incorporate the ideas of others — as leadership teams. This process ensures
ownership of both the problem and the solution. The same process applies to
taking advantage of opportunities (see box “One Billion Reasons for Change”).

17
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Quotas, by their very nature, are edicts for results that fail the creativity test and
thus fail to win ownership by either the CEO or the leadership team.

Quotas that force gender equity on companies pre-empt creative evolution
of, and adaptation to, change in the organization. Innovation is grounded on
creative idea generation and a process of problem-solving, but innovation cannot
actually happen unless the employees of the organization are empowered to
think creatively.

Long-term change depends on the corporate culture. When McKinsey
and Company studied the drivers of cultural revolution in high-performing
companies, they found such revolution was led by a committed CEO. Yet Booz
& Company, a global management consultancy, shows disconnect between how
culture is viewed versus the way it is managed. The November 19 2013 home
page of booz.com stated: “Less than half of participants saw their companies
e ectively managing culture. More than half said a major cultural overhaul was
needed and 96% of respondents said some change to company culture was
required.” Creativity was not perceived to permeate the culture described by
96%, as they and their ideas could not rise. It follows that these respondents
were likely to be in a working environment in which they could neither trust nor
excel.

CEOs manage culture by advocating, acting and persuading others to follow
their example. In McKinsey's 2012 Global Gender Agenda, it was noted: “When
a CEO is the chief advocate and ‘storyteller more people... believe that the
story matters and begin to adopt the CEO’s mindset and behaviour. Intensely
committed CEOs make their goals clear and specific, tell everyone about them,
get other leaders involved and manage talent to help make things happen.”
When the CEO sets the pace, policy and process shape structures and work
context. Ultimately, “an organization’s governing principles and values a ect
everything it does”, according to the IFC.

WHY THE CEO MATTERS

The CEO is ultimately accountable for the performance of the company.
An enlightened CEO will consider every means by which the performance
of the company can be advanced. Assuming that the revolution of corporate
culture to embrace gender balance only results in advantage to women is faulty
thinking — it benefits every person as well as the corporation’s sustainability and
profitability.

In addition to treating gender equality like any other business imperative,
McKinsey suggests three other priorities for advocacy by the CEO and
leadership team. First, measure the data on internal gender balance. Usually
there are shortfalls in the work environment that are causing imbalances.
Second, tirelessly mentor without bias and encourage the leadership team to
do the same. Last, seek and demand diversity of thought so that the best ideas
come forward. As McKinsey's report notes: “A wide range of global companies

18
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made real advances in gender diversity over the past five years. They know that
this is hard work — a journey measured in years rather than months. But they
also know that improving the pipeline of female talent is possible, with rewards
that include tapping the best brains, improving customer service, increasing
employee engagement and everything that comes with these benefits.”

THE CEO LEADS CHANGE

Whether CEOs regard gender equity as a problem or an opportunity, creativity
is required. Indeed, the World Bank states: “Market forces cannot on their
own dissolve the ‘durable inequalities’ in rules, norms, assets and choices that
perpetuate the historically established disadvantages of certain social groups,”
change-makers are required.

The first action to take is to correctly define the problem, lest needless hours
of conversation be spent on brilliantly solving the wrong problem. Consider
posing: “How might we add value to our services/products?” Obtaining the
most creative pool of ideas will be optimized when the question is posed to
a diverse and representative population (gender, internal/external role) of the
organization’s stakeholders (not to be confused with shareholders).

Next, the generated ideas must be pared down in terms of how they address
(solve) the problem and whether the organization realistically has the capacity
to achieve them. This, too, is an exercise for smaller groups of the original idea
generators.

Third, remain committed to development and implementation of the
emergent best ideas, and be prepared to accept that your diverse and
representative population of idea-generators will want the inclusion of women
as a driver of added value.

THE BUSINESS RATIONALE
The natural distribution of population between men and women has no inequity.
On a worldwide basis, however, women do not participate in equal measure
in the workforce, compensation, leadership or even in basic opportunities for
health, education, wealth retention or property rights. United Nations Platform
for Action Committee recently quoted the United Nations saying: “Women
do two-thirds of the world's work, yet earn only 5% of the world’s income and
own less than 1% of the world's real property.” The book Half the Sky: Turning
Oppression into Opportunity for Women details the destructive behaviours
around the world that diminish and disenfranchise women. Yet as co-author
Sheryl Duwunn notes: “Our focus has to be on changing reality, not laws.”
Organizations that have as their driving diversity focus to hire and promote
women are operating from a clear business rationale:

> Sustainable profit management
> Empowerment
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Social justice and fairness
Widening the talent pool
Synergies with CSR
Consumer demand
Investor demands
Addressing obstacles

VvV V V V VYV

A UK-commissioned study of the FTSE 350 noted that 30% of corporations
without gender balance attribute the cause to attitudes and 30% attribute
the cause to work environment. These are both perfectly manageable by a
committed CEO.

Attitudes are learned, and thus can be re-learned. To change attitudes, the
CEO must iterate and demonstrate the values intrinsic to corporate success.
These are closely related to the business imperatives (see box “The Bright Thing
to Do"). Changing attitudes comes from the actions and advocacy of the CEO.

Work environments are easily managed in four buckets, according to
McKinsey’s research:

> A policy of corporate transparency with gender-diversity key performance
indicators (KPIs)

> Working schedules and benefits that support work-life balance

> Adaptation of human resources for gender-diversity support

> Teaching women to network; providing coaching, training, mentoring

Corporate transparency is the degree to which corporate actions are revealed
to the public. Certain items of transparency are dictated by regulation, but most
other items are dependent upon the corporation’s internal policies. The “public”
can be both internal (line employees, management sta , board) and external
(shareholders, governments, public at large). Within the McKinsey context,
informing others of progress against gender-diversity goals is in the form of
metrics. IFC studies concur with McKinsey on the critical nature of gathering,
monitoring and reporting progress on gender equality data.

GENDER EQUALITY
Working schedules and benefits include gender-equal leadership opportunities
and gender-equal pay. The International Finance Corporation’s report data
asserted that: “Employers should pay employees equal remuneration for work of
equal value regardless of gender. It was expected that organizations adhere to
this principle, ensure that they have due diligence processes in place regarding
this issue and that they implement mitigation measures where a gender wage
gap is found to exist.”

While equal pay for equal work addresses a fundamental fairness issue, it also
helps avoid risk of legal or societal challenge of pay gaps. In a 2011 International
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THE BRIGHT THING TO DO

Empowerment. Fostering an environment that supports, trains and
encourages people with a broad range of backgrounds and skillsets
results in performance driven by empowered employees. In a literal
sense, empowering means to give power. Within the work environment,
this translates into building employee decision-making capacity for the
purpose of achieving desired results. In an IDRC-commissioned study,
Naila Kabeer, professor of gender and development at the gender Institute,
London School of Economics and Political Science, related the further
refinement of women’s empowerment as set forth by the UN (2001) as
“women’s sense of self-worth; their right to have and determine choices;
their right to have access to opportunities and resources; their right to have
the power to control their own lives, both within and outside the home; and
their ability to influence the direction of social change to create a more just
social and economic order, nationally and internationally”.

Social justice and fairness. Vusa Vundla, CEO of African Management
Services Company (AMSCO) in South Africa, shares his company's
view: “We consider women’s participation not just as being ‘politically
correct’ or one of the statistics we must report on — but we consider it as
business imperative. We are beyond the state where women are just being
accommodated. They play a key role in developing our companies and our
economies and play a meaningful role in our |

Widening the talent pool. A UK government-commissioned report
asserts that: “Women have become the new majority in the talent pool.”
This is partly due to the world demand for labour and the growing numbers
of under-utilized women joining the labour pool. Research confirms that
advanced educational degrees for women are now exceeding that for men,
and it is already known that women generally live several years longer than
men. Conversely, countries with aging populations are contributing to a
growing scarcity of labourers. Combined, these factors spell increased
competition for labours at all levels.

Investor demand. Joining firms like Calvert Investments who have long
held that performance was positively influenced by board diversity and
inclusion of women, rating agencies such as Core Rating, Innovest and
Viego are, according to McKinsey, are also applying gender criteria.
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Labour Organization webinar, other examples supporting the case for equal pay
were simply and clearly made: consider the twin issues of employee turnover
and successful recruitment. Equal pay diminishes employee turnover (why stay
at firms with uncompetitive wages?) as well as supports employee recruitment
(why not take jobs that are 0 ering more competitive pay?).

Working schedules and benefits also include family-friendly policies to
provide flexibility to workers who are care-givers of children and elders. Provision
of such policies widens the labour market options of companies by attracting
the unemployed or the casually employed.

Human resources systems must adapt processes and procedures for gender
balance. This translates into matters large and small, including the adaptation
of anti-discriminatory policies to gender-neutral terminology on forms and
instructions to the provision of gender-equal health and safety protections and
equipment.

Finally, a core competency of profitable gender-equal companies is their
commitment to developing their workforce. All employees benefit from on-
the-job training, coaching and mentoring. Goldman Sachs’ Global Economic
Paper 164 states the cautionary adjunct: they “have noted strong evidence that
education, particularly post-primary education, has been a positive e ect on
women’s labour force participation and, in many cases, on job opportunities.
There is already a great deal of policy focus on education, although some
concerns about the quality of education and the need to go beyond primary
education. What has had less attention is the potential of vocational and
technical education for increasing women’s productivity and employability. Yet
the available data suggests that in most contexts, women have fewer training
opportunities than men and that the training they do acquire reinforces a gender
stereotyped distribution of skills.”

Goldman recommends that training for women in particular also includes
finance, communications skills and management.

CORPORATE GOVERNANCE

Corporate governance must be developed in every dimension. “Respect for
gender equality and transparency on social, environmental and economic
factors have been widely recognized as essential components of corporate
governance principles,” asserts the IFC. The GRI study found that stakeholders
believed values and governance ought to be the starting point for organizational
practices and reporting related to gender. Promotion of gender equality is
exemplified through sound corporate governance. The following excerpt from
the IFC’s study clarifies this point: “In response to public interest to institute
good corporate governance practices, organizations are encouraged to pledge
their commitment to international frameworks for human and workers’ rights”
(Organisation for Economic Co-operation and Development 2004b). Gender
equality features in the international framework of human rights and the ILO
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ONE BILLION REASONS FOR CHANGE

Booz projects about 870 million women will enter the global economy by
2020. The projection climbs to one billion within the following decade.
These women will, according to Booz, become entrepreneurs and possibly
employers; certainly they will be producers and consumers. As a long-
frustrated and rights-diminished whole, their emergence will drive “not
only gender equality, but global economic growth”. Booz author DeAnne
Aguirrea rmed that their data also saw a correlation between empowering
women and GDP growth.

Reflecting on the most recent 10 years, Booz research has shown that an
economic multiplication e ect occurs when new consumers and workers
are of such size (as they were in China and India) that they create newer
and larger markets of consumers and talented workers.

McKinsey has indicated its data suggests a shortfall of 24 million people
for the 2040 European workforce and noted that if women were hired
at the same rate as men, the shortage falls to three million. In a CNBC
interview in October 2012, Booz and Company’s Penney Frohling, former
business strategist, asserted: “As the world economy grows and develops,
countries cannot a ord to ignore over 50% of their talent pool.”

conventions pertaining to workers' rights, as well as a wide range of policies
supported by governments across the world. Gender equality is considered as
a positive contribution of organizations towards the realization of human rights
and is recognized as being relevant for business, not just in an organization’s
workplace, but also in the context of its operations.

Business case reasons for including gender-equality considerations in policies
that determine an organization’s governing principles and

organizational culture are increasingly being considered by companies:
governing boards have the duty to protect stakeholder value which cannot be
achieved if a) the full potential of women is not recognized and/or realized,
and b) the organization is not being protected from potential business risks
associated with, for example, negative reputation or litigation risks related to
undesirable gender practices.

The concept of protecting stakeholder value resonates with CEOs, yet many
of the most salient actions they can take are unvisited: an optimal mix of diverse
leadership skills and a leadership population representative of the market(s)
signals the public that gender diversity is valued and promoted.

Further, there is considerable evidence (studies by Harvard Business School,
Brown and Anastasopolous and Credit Suisse) that the greater the number
of women on a board, the better the corporate governance, risk aversion and
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board performance.

In the absence of laws to the contrary, CEOs should model international
best practices to craft worthy governance practices of their own. A United
Nations Conference on Trade and Development study points out a number of
awards, ratings and rankings use good governance practices as selection criteria.
Likewise, a corporate study by Credit Suisse summarizes its findings that greater
diversity diminishes corporate volatility as shareholder value and price increase.

Not only can the engagement of enlightened CEOs lead the world to
realize its full economic potential, they can also lead it to achieve its social
potential. The only sustainable way forward is a world where all people freely
enjoy fundamental human rights and the opportunities to pursue their own
paths. Such a world will weave equality, social responsibility and environmental
integrity into the very fabric of survival.

> LISA KAISER HICKEY is former president of The International

Alliance for Women
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CHAPTER 4:
WOMEN TAKE THE LEAD
IN THE UAE

BY REBECCA NEWTON

FIVE YEARS AGO, | had the privilege of working closely with several women
who held positions of influence across di erent sectors in Dubai, and those who
were identified to have great potential for leadership. To be honest, having not
worked in any part of the United Arab Emirates (UAE) before, | was incredibly
uncertain of what to expect. As part of a widespread leadership initiative, Duke
Corporate Education, along with other providers, ran a series of leadership
development programmes for professionals from the most influential levels of
Dubai’s existing leadership and for recent graduates considered to be Dubai’s
future leaders.

Unfolding throughout the programmes were remarkable stories of women
working alongside men, determined to drive positive change across Dubai’s
businesses, government and society as a whole.

Visible initiatives to develop women in leadership in Dubai coincide
with regulations regarding the participation of women at the highest level
in corporates and government. It is now compulsory for corporations and
government agencies to have women on their boards of directors, following
a 2012 ruling of the UAE’s Cabinet. Furthermore, local investment into high-
quality leadership education follows suit with the country’s overall commitment
to education. In 2013, the UAE ranked the highest globally in the education
section (ensuring top education for all children) in the Global Network for Rights
and Development (GNRD)’s annual Human Rights International Indicator. Five
years on from these intensive leadership development initiatives, many of the
women leading in Dubai are driving positive change beyond their sponsors’
highest expectations. Here are some of their stories.

“I HAVE TO DO SOMETHING”: REEM AL BUAINAIN

Having experienced first-hand the tremendous impact of cancer on a family after
her sister was diagnosed at a young age, Reem AL Buainain was determined to
make a di erence for other families similarly a ected. Formerly an IT manager,
Reem felt she was empowered during her leadership development experience
to become the change agent she aspired to be. “I need to do something,”
Reem had long felt. Acquiring leadership skills through experiential learning,
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she built the confidence to step out and act. She received an overwhelmingly
positive response from a broad survey, which highlighted the needs: “Yes,
something is missing.” Now the founder and CEO of Positive Cancer, a not-for-
profit foundation supporting cancer patients and their families, Reem and her
team provide much-needed information and resources in Arabic, particularly
beneficial for the many non-English speaking people in the UAE and across the
Arab world. After years of preparation and with a determination to “give back
to society”, Reem established this foundation — the first of its kind in the UAE,
recognized by the United International Cancer Controller in Geneva. “We're
looking to change the thinking of the community about cancer and how we
can live with cancer,” says Reem of Positive Cancer’s ambitious goals, “We can
change the culture, remove barriers and gain the trust of society to make a
positive di erence.”

INCREASING PERSONAL CAPACITY: ASMA AL SHIHI

In a full-time leadership role as head of master planning and GIS, Commercial,
at Nakheel (one of the world’s largest real estate developers), Asma Al Shihi
is (at the time of the interview) six-months pregnant with her first child and
has just completed training to volunteer on an Executive O ce initiative to
help high school students set clear objectives. Asma recalls how the leadership
programme was a turning point for her: “I came to know who | really am, the
way | can contribute and, most importantly, my potential.” While many fear it
will lead to critical feedback, a 360-degree feedback experience for Asma gave
her greater self-awareness and self-confidence. “It opened my eyes on how | am
di erent from others, especially my strengths and interests — the things that |
am passionate about. | felt like | woke up.” Since that point, Asma has spent time
building on her strengths, and her influence and capacity have subsequently
vastly expanded. A recent study on the impact of strengths interventions
(helping people identify, understand and build on factors that energize them)
found that, like Asma, 79% of people have improved confidence in their
strengths and how they could best contribute at work.

Dr Paul Brewerton, co-director of The Strengths Partnership, says: “We know
that people understanding their strengths and proactively building on them
leads to a significantly improved level of work-place engagement and overall
higher work performance.”

Energized by developing others and having the opportunity to help students
map out their future, Asma’s capacity in this busy season of her life is greater
than ever.

AMBITIONS TO BE WORLD-CLASS: SARA AL RUMAITHI

Looking to the global leaders of the fashion world, Sara Al Rumaithi decided
during her leadership development experience to turn her hobby into a business
and four years ago started her own fashion label of abayas (the cloak worn by
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many Muslim women). Sara’s abayas are linked to the latest global fashion trends
and follow the seasonal colours and styles. With great success in a short period of
time, Sara’s designs have graced fashion shows in not only Dubai, but also Paris and
London. “I have a passion to represent my country worldwide and to be a great
reflection of what we can do,” she says. This is at the same time as having recently
completed her Masters’ degree and continuing with her “day job”, where Sara is
an executive in business transformation for the Emirates National Oil Company
(ENOC), currently overseeing about 120 business transformation processes. “I had
a fear of starting a business out of my hobby, but the programme pushed me to
grow bigger and bigger, and to take a chance.” As with so many leadership initiative
experiences, a large influence for Sara’s development was the people around her: “|
was inspired by the quality of leadership in my country, and was especially inspired
by the other women. It was great to see how others are taking on challenges, and
they pushed me to do more.” Sara draws on her family for support: “My husband
encourages me saying, ‘You can do it Sara’ when times have been tough. | receive
both comfort and positive challenge from my family.” Echoing both Reem and
Asma, Sara adds that she sees great value in her ventures, driven by benefiting
many beyond herself. “I'm serving my community with what I'm doing, and I'm
contributing to my society and country. It's a wonderful opportunity.”

EMPOWERING OTHERS TO LEAD: SAMYA KETAIT

“You are not born a leader,” says Samya Ketait, VP learning and development for
Dubai Airports. “Maybe 20% is innate, but the rest is about how much a person
works on it and develops themselves. Success comes from an internal belief about
what you want to accomplish with this life. Visualize what you want to achieve, work
hard and you will achieve it.”

Samya is personally convinced about making adi erence when it comes to talent
development across the UAE. Five years on from her own leadership development
experience, she now designs and facilitates leadership and professional development
initiatives for thousands of people — and she does it well. In the past two years alone,
she has won multiple awards for her work, including the Diversity and Inclusion award
for women’s empowerment in the Diversity and Inclusion Leadership Forum, 2014;
the Emirates Women Award — Leadership criteria, 2013; and the HR Professional
of the Year in the public sector in the 2013 MENA Travel Awards. Her most recent
award — the Feigenbaum Leadership Excellence Award, Women Leaders — is
testimony to her impact in leadership. It is “dedicated to honour men and women
in the Arab World for their exemplary leadership in driving their organizations to
fulfil their role in business and society, for their uncompromising style to instigate a
quality approach and culture to work, and for acting as role model to all”. As with the
other women, Samya is committed to her work not just for her personal gain, but for
the country as a whole, determined to play an active role in creating a bright future
for the UAE. Her approach to leadership development is similarly generous and
outward-looking. “Give someone tools and equip them, regardless of where they
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might go and what they might do. If they want to move toadi erent organization or
adi erent country, it doesn't matter — an investment in talent is never lost.”

WHAT ADVICE DO THESE WOMEN OFFER TO OTHERS WHO ARE,
OR ASPIRE TO BE, LEADERS?

Go for it! To lead well, women need to build their confidence, recognize the skills
they have, not compare themselves and be confident that if they set their mind to
it, they can achieve

Knock on the door and take action, don't sit there waiting for opportunities to
come to you. Etha wojedat al erada.... Wojeda al tareek: “If there's a will, there's a
way”

Inclusive leadership, not command and control. Ensure you facilitate full
collaboration with the team — this is the only way to be successful. Leadership is
not about being the boss or manager or even about a position, it starts with being
happy to work in the direction of the way you want to go, having a goal and getting
others to reach it with you — it's about influence not force, and is fundamentally
underpinned by trust

> Dontlisten to the negative voices — either the external ones or your internal ones

> Passion —if you love it, you'll do it without thinking how much time or e ort you
have to putin

> Never underestimate yourself and continue to keep growing

> Encourage others to move away from individualism and competition towards
cooperation and innovation

> Pursue a higher purpose — see how you might be able to contribute to your
country and society. Trust others and help them be confident in what they can
do, because if they're confident in how they can contribute, together you can do
something incredible

> Recognize culture is not a restriction, religion doesn't stop you — respect it and
it doesn't hold you back. If you want to do something, don't blame society or
culture; if you're determined and passionate, nothing will stop you.

Humble, passionate, hard-working, determined, focused on making a di erence
beyond themselves... just some of the words | would use to describe these women.
As | did when we first met five years ago, | finish each conversation with these
women with a smile on my face, truly inspired by what women in leadership can do.

> REBECCA NEWTON is a leadership coach and consultant, and a Visiting

Fellow at the London School of Economics and Political Science
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CHAPTER 5:
FEMALE ENTREPRENEURS:
THE KEY TO PEACE?

BY TERRY NEESE

ACCORDING TO THE Center for Women's Business Research, eight million
US businesses are women-owned. \WWomen-owned firms have an economic
impact of $3 trillion in annual revenues and they have approximately 23 million
employees (or voters), which is 16% of all US jobs. Women in the US are starting
companies two-to-three times faster than their male counterparts. Why is this
important data?

It is widely acknowledged that societies that are economically stable have a
much greater capacity for peace. The case for such a bold statement can be
found through evidence in the relationship between democracies and the Gross
Domestic Product (GDP) from Przeworski and Limongi (1995).
> Democracies are stable above $6,000 GDP per capita (World Bank)
> Democracies are vulnerable to coups and civil wars between $3,000 and

$6,000 GDP per capita (World Bank)
> Democracies are likely to fail below $3,000 GDP per capita (World Bank)

(Modernization: Theories and Facts, World Politics)

Rwanda’s GDP per capita is $620 and Afghanistan's GDP per capita is $687,
which puts them well below the $3,000 level where democracies are likely to
fail. That is why the work that the Institute for Economic Empowerment of
Women is doing in these countries is so important. The Institute for Economic
Empowerment of Women's Peace Through Business® Program helps provide
womenwithavoice in their fight to establish peace and free market opportunities.
Women are 50% of the world’s population, which gives us the ability to make
major changes in the world’s economy.

In our 8th year, more than 400 women have graduated from the Peace
Through Business® Program. Additional data shows that 80% of our graduates
are still in business today, compared to a US 57% failure rate in business start-ups
within the first five years. Each PTB graduate provides, on average, 25 jobs per
company. Graduates from Rwanda and Afghanistan are setting a high mark in
job creation.

Successful business statistics and personal stories show women graduating
from our programme and getting involved in public policy too. Rwanda has
the notable position of being top in the world for women in government, with
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63.8% of the lower house of parliament represented by women and 38.5% in the
Senate. Graduates who have served, or are serving, in public o ce are: Teddy
Gacinya, Anne-Marie Kantengwa, Marie-Josee Kankera, Anne Rugege, Sara
Mukandutiye and Erin Asiimwe. Anne Marie Kantengwa , a 2013 PTB graduate,
owns Hotel Chez Lando and has a sta of 140. After the genocide, she took
over her family-run hotel and transformed it into a wonderful destination hotel
in the City of Kigali (www.chezlando.com).

In Afghanistan, PTB alumnae, along with other businesswomen, founded
Leading Entrepreneurs of Afghanistan Development (LEAD). In January
2014, founders, including PTB graduates Freshta Hazeq, Farah Karimi, and
Manizha Wafeq, met with President Hamid Karzai to express support for his
administration to sign the Bilateral Strategic Agreement with the US to help
with the relief of the economic and political deterioration being felt within the
country. This was a huge step for women in Afghanistan.

The number of women who have graduated from the program shows even in
countries where women face hardships, they have the desire to contribute to their
country economically, socially and politically. | believe in these philosophies; but
more importantly, we believe in women. Women are the caretakers, mothers,
grandmothers, wives, sisters, aunts, and so much more. They are emerging
leaders in the business world; women are the key to bolstering our future global
economy. Small business has been the backbone of economic stability and the
IEEW believes that women are the key to the development and stability of
business in emerging economies. There is no doubt that women entrepreneurs
are establishing credibility and peace around the globe.

A GLOBAL RISE IN FEMALE ENTREPRENEURSHIP

Recent studies have shown female entrepreneurs who receive micro-loans are
more likely to use that money building their businesses; in order to give back to
their families and their communities than their male counterparts. You see this
in the products and services that women-owned businesses produce and the
organizations that they put their time and money into.

We see this in our Peace Through Business program graduates from Rwanda
and Afghanistan. After taking a total of 13 weeks of entrepreneurial education,
they go back to their countries with a new sense of to pay forward their knowledge
to other women entrepreneurs in their own community. As | believe “when you
educate a woman, you educate a nation.”

According to the National Association of Women Business Owners’
(NAWBO) “2014 State of Women-Owned Businesses Report”, women are very
optimistic about their business performance and the economic outlook going
forward, which is a jump from 2013.

The report also found that 92% of women surveyed predict that more
women will be venturing into entrepreneurship. These numbers are reflected
in our program. In 2014, we received more applications for our 2014 class than
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WOMEN IN THE UAE

> In 2011, 8% of the senior management positions in the UAE were held
by women. By 2013, this had increased to 11%

> Small and medium enterprises accounted for 60% of the UAE’'s GDP in
2011. More than 30% of the SMEs in the country are owned by women

> Of the UAE women who work, 66% are in the public sector, 30% of
them hold leadership positions and 33% work in professional fields such
medicine, engineering, general education, nursing, police and military

> The first female speaker of the UAE's Federal National Council was
appointed in 2011

> Women were granted the right to vote in 2006

> Around one quarter of the UAE Government Sector Board members
are Emirate women

ever before, and our statistics show that after eight years, more than 80 percent
of our graduates are still in business, which is an amazing number for developing
countries.

Hillary Clinton’s International Fund for Women and Girls initiative reports
that, in emerging markets, women reinvest a staggering 90 cents of every
additional dollar of income in their families' education, health and nutrition.
Compare this to only 30-40% that men reinvest. Think of women's increased
income and assets as a gender dividend driving family, community and country
well-being.

The recent Global Entrepreneurship Monitor (GEM) found 126 million
women owned businesses, and 98 million operating established (over three
and a half years) businesses. That's 224 million women impacting the global
economy — and this survey counts only 67 of the 188 countries recognized by
the World Bank.

Entrepreneurial activity creates growth and prosperity — and solutions for
social problems. And today’s trends show that women will be a driving force of
entrepreneurial growth in the future.

> TERRY NEESE, is Founder of the Institute for Economic Empowerment of

Women

31



CHAPTER 6.
DRIVING GROWTH
IN AN EMERGING MARKET

BY DAVID WOODS

GABRIELA HERNANDEZ CARDOSO was ranked the fourth most powerful
woman in Mexico in 2013 by Expansion magazine. She was also placed number
four in 2012, up from five in 201L.

At that time, she was president and CEO of GE (General Electric) in the
country, an employer rated 46th most powerful company in Mexico by the same
publication — but she’s modest. “The rankings are peculiar,” she laughs. “I'm sure
there are women in the country much more powerful than me.”

Her Forbes rankings for “most powerful woman in Mexico” (at number eight
in 2013 and number seven this year) would seem to refute this.

And the facts speak for themselves. During Hernandez's tenure as CEO, the
company’s business grew by 25% in Mexico. And since becoming general counsel
of GE across the entire region of Latin America in July 2013, she has continued
to reinforce the compliance and legal culture of the company, creating a strong
team and driving simplification in this area, supporting the development of the
region to achieve record revenues of $10 billion by the end of this year.

HOW HAVE YOU PROGRESSED TO WHERE YOU ARE TODAY?
There is no magic wand. You have to be able to say to yourself: “l want to do this.”
It's about working hard; it's about working long hours. But, most importantly, it's
about being passionate about what you do — because that makes it easy, it gives
a purpose, a sense to what you do. Success is a formula of hard work and loving
what you do.

You have to think about what you're doing it for. Not everyone has had
the opportunities and education | have had. Working hard and contributing is
giving something back. There are great projects and disastrous projects; great
meetings and lousy meetings. But it is what it is — there is no such thing as a free
lunch, so work has to be a compromise.

What challenges have you faced in your career and how, as a leader, have
you overcome them?

There are many challenges in business and we get through them. But | think
you have failed a challenge if you don't learn anything from it. Reflection is the
hardest challenge. You need to think about what you did right, what you did
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wrong and how you can move forward, how to improve. There are many things
we, as individuals, can't do or can't change and the world is a volatile place. But
after every hurdle, you need to think “what does that mean?” or “what could |
change next time?”

Nothing stays still, so we need to know how to switch our strategies as change
and challenges arise.

The same is completely true in government leadership or in society. There is
a constantly-moving external agenda around us and we can't change this. A lot
of the success of leaders is about resilience; you need to remember what you
want and what you're fighting for and keep focused on the priorities.

SO DO YOU THINK RESILIENCE IS THE KEY TO EXECUTING

STRATEGIES?

Resilience is about being able to push through boundaries, but also being able to

change a plan to achieve something. But this is just one part of good leadership.
Leaders also need to be able to listen — not just hear, but listen to their sta ,

colleagues and peers. They need to be able to read between the lines and while

being resilient, remember not to be stubborn — be humble.

SO WHAT DO YOU BELIEVE IS THE SECRET OF GREAT
LEADERSHIP?

Leadership is something very personal and individual. The most important
aspect is to be authentic, be true to your values and your strengths, identify
your areas of opportunity and tackle them. Let me give you an example: | love
watching my children (aged nine and seven) taking part in soccer matches. But
while | watch, | can identify the children who are the leaders in the team and in
the group; people follow them for di erent reasons.

So what is leadership? Why are there even leaders? | think there are common
traits, but also very individual traits. Each leader brings his or her own ingredients.
They learn how to be di erent and they apply their individual seals. Leaders
grow and change — | do things completely di erently to how | used to when |
worked in government. | was a di erent leader then. | have changed — | value
learning more, for example.

It would be a better world if everyone listened — but they don't. Some leaders
think they are in that position because they “can do things better” and that leads
to over-confidence. Leaders have to be able to maintain balance and be humble.
This is the real dilemma of a leader — it's easy to have the title and that makes you
believe you know it all. | speak at women’s groups and | tell them: “I'm the same as
you. If I can do it, you can.”

As humans, we need leaders because this is a part of our survival. But that
doesn't make them superhuman. We need leaders — not gods. | know | can
lead, but that, by itself, doesn't make me a better person. | know | have to keep
learning and must not lose perspective.
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TELL ME ABOUT THE ECONOMIC SITUATION IN MEXICO?

Since the signing of the North America Free trade Agreement (NAFTA)
[between the US, Canada and Mexico in 1994, eliminating quantitative
restrictions and duties in the region to create the world’s largest free trade area,
linking 450 million people producing $17 trillion worth of goods and services],
we have been brought together and made stronger. This agreement, of course,
created rules and institutions such as The Bank of Mexico.

Since then, Mexico has developed well. Our society is working towards
maturity and we're on the right path. We have a strong industry and energy
reform looks set to enhance our oil and gas sector in 2015.

We started our growth journey earlier than many markets and we paid the
price then — even a strong economy can go through turbulence and that takes
resilience, but we have developed that. This helped us get through the economic
crash of 2008 when more mature markets su ered — we've been through it all.

| KNOW IT'S VIRTUALLY IMPOSSIBLE TO PREDICT THE FUTURE,
BUT EXPERTS HAVE SUGGESTED THE “BOOM AND BUST” CYCLE
HAS ENDED, THE GLOBAL ECONOMY IS ENTERING A PERIOD OF
CONTINUED VOLATILITY AND THIS UNCERTAINTY WILL BECOME
THE “NEW NORMAL” FOR BUSINESS. DO YOU FEEL OPTIMISTIC
GIVEN THIS PREDICTION?
| feel optimistic — but there will always be cycles of boom and bust. I think we, as
leaders, need to think about the wider picture. The economy can't be strong all
the time, but leaders have to be able to minimize the impact the lows have on us.

Experts ask why we didn't see the last recession coming. We didn't see it,
because we didn't want to: we were having too much of a good time! But the
recession brought a wonderful sense of perspective because we are now able to
see the gap between wealthy and developing countries, and the concentration
of wealth in societies and can start to bridge it.

We are reinventing our focus and moving in the right direction and we will
get there.

BUT WHAT DO YOU THINK ARE THE MAJOR RISKS THAT
THREATEN GLOBAL LEADERS?
Leaders need to understand the societies they are operating in; they need
to follow social media; and they need to use this information to understand
risk. Natural disasters present serious risks for businesses — volcanoes, global
warming, and water scarcity will all have massive implications. Social media is
a game changer, because it is communication without borders. We don't know
where people are tweeting from and the change is happening all around us.
Innovation is happening in real time everywhere and not only in labs or
formal o ce places. Business needs to embrace technology, communication
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and innovation in order to stay competitive. The challenges will not always be

clearly identified; in a virtual world that moves faster than the speed of light, you

need to be resilient and flexible at the same time.
GE sponsors a global study called “Innovation Barometer” and some of its

conclusions this year are enlightening:

> Collaboration is now mainstream. The risk associated with the lack of
intellectual property (IP) protection was a prime concern of executives last
year, leaving just 38% wanting to increase collaborative e orts; this year 77%
believe that risk is worth taking and, at the same time, two-thirds of those
who collaborate have seen associated revenue grow as a result.

> On the other hand, executives believe that e cient and successful
innovation hinges on three factors; one of them is “quickly adopting emerging
technologies” (with 67% of mentions).

SO, WHAT LESSONS DO YOU THINK GROWTH MARKETS CAN
TEACH MORE DEVELOPED ECONOMIES?

The traditional engines of growth such as the US and EU are not the only ones
any more. Growth is coming in emerging economies. This is going to continue
and the role of developed and mature economies will be to help these markets
grow.

We are all learning how to do business in emerging countries in Africa,
Asia and Latin America, and we're learning about new ways of running our
organizations. These markets may leap-frog the rest of us and this, for me, is
exciting. Having said that, the world has never looked as volatile as it does today.
Its completely di erent to how it was 100, 50 or even 20 years ago and this
massive change is shocking.

THAT BRINGS ME TO MY NEXT POINT - HOW DOES
“GENERATION Z” FIT INTO THIS BRAVE NEW GLOBAL ECONOMY?
With the scale of change taking place — I don't know how a child can relate
to a grandparent anymore, because their generations have seen completely
di erent worlds. My grandparents were concerned about getting on a plane
and my children are talking to me, excitedly, about space travel.

It's a very interesting time. But this goes back to my point that we have to
keep on learning: we need to learn from Generation Z what it is they want.
When | was 20, | would never have asked an employer about the option of
having yoga classes at work — but a member of Generation Z might do. They
will always be asking “what’s in it for me?” What can older generations learn from
that? Well, life’s hard and yoga's wonderful!

These are creative, entrepreneurial individuals, familiar with the idea of
businesses that are innovative, that have crowd-funded or devised original
social media solutions. Is it possible for a global super-corporate like GE to be
“entrepreneurial” or is it too easy for such organizations to become bogged-
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down by bureaucracy?

It is possible to be creative in a big company. At GE, we cut out bureaucracy.
This is a massive transformation and it takes a great leader like Je [Immelt,
CEO of GE since Jack Welch retired in 2011] to get us there. Je is working a
lot on the culture of simplification and we're moving in the right direction. The
company was born out of the invention of the light bulb after all. We are working
to be lean, simple and creative.

YOU'VE TALKED ABOUT THE NEED FOR LEADERS TO KEEP
LEARNING, BUT DO YOU THINK IT'S EQUALLY IMPORTANT TO
DEVELOP THIS ZEST FOR LEARNING IN YOUR TEAMS? HOW DO
YOU ENSURE STAFF ARE ALWAYS LEARNING AND DEVELOPING?
In my experience, it's about being a role model, listening to sta , learning from
them and being an inspiration to them. It is critical to establish the strategy and
goals with the team’s input, to steer direction and set clear expectations. My
best bosses have been inspirational to me. | hate being micro-managed, but |
work best when | feel inspired. I've been lucky to have some marvellous bosses,
who have been inspirational and they have set the standard for me.

It's important for leaders to work out the needs of sta . You need to know
your team and how they want to work. You need to give your team space to do
what they want because it's wonderful when they're excited about what they're
working on. It is time-consuming for leaders to observe their sta and receive
feedback — but it is a worthwhile and interesting exercise. During appraisals with
my team, | asked them what they thought about me and my leadership style; it
was a challenge and, broadly speaking, it was a really thoughtful exercise for me,
because I really wanted to know how to improve.

AS A FINAL POINT, WHAT WOULD YOUR ADVICE BE TO
YOURSELF 20 YEARS AGO?

| would tell myself to be mindful that | am a role model to others. | would tell
myself to be an inspiration to others and fight for what | really want.

Today, | want to be an inspirational leader, and | want to care and connect,
to make the journey exciting and worthwhile for others. It's hard and it takes
practice. Sometimes | forget this and my demons emerge... Then | just start
again.
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WHY LEADERS NEED CONSCIOUSNESS

BY SHELLEY RECINIELLO

HOW WOULD SHERLOCK or Poirot deduce what went wrong in these
situations? A sales and trading division of an investment bank hired an ace o
their major competitor’s trading floor. After six months, not only was the trader
in question not earning his salary, let alone his guaranteed bonus, he had been
a divisive force among a formerly cohesive team who have experienced the
downside of his risky trades.

The board of a European company replaced a home-grown CEO with an
American CEO who promised to usher in the modernity the company lacked.
But the new CEO spent his first six months creating an alliance with a US
company that was interested in taking over the European organization.

A tech company, AlsoRan, is bested by its leading competitor, OlderBrother,
who releases a piece of technology to the marketplace that the troops at
AlsoRan have been playing with for years. Apparently, upstairs at AlsoRan did
not know what downstairs was doing, and so missed the opportunity.

WHAT LIES BENEATH

Both Holmes and Poirot look for what other people do not readily see: what is
underneath the words and actions that can belie the motivation. Often things
go wrong in companies that shouldn't. On the surface, everything seems poised
for success and then the worst happens. Unknown psychological factors can
negatively impact the leadership, the team and the individual. Entire initiatives
can fail for no reason until the “unconscious” motivations of the work team are
explored. Departments, and even entire corporations, can have unrecognized
unconscious agendas to fail instead of succeed.

Our great detectives would conclude that all three examples demonstrate a
lack of conscious leadership. They involve leaders who were not aware of their
own secret motivations and hidden agendas that caused the result.

The head of the sales and trading division hired the ace because he felt his
steady but unglamorous team was too risk averse and not flashy enough. His
unacknowledged fantasy was to relive his own younger, glory days through
the ace. He did not see the player’s narcissism and recklessness as responsible
for his willingness to take risks that were ultimately ill matched to the modern
marketplace. The department was better served by the caution and judgement
that his team had cultivated. Likewise, the board members of the European
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company were so blinded by their own feelings of inferiority and envy of US
companies that seemed to be cornering the market that they inadvertently
invited the fox into the henhouse.

While at AlsoRan, the scholarly, old guard bosses upstairs felt threatened
by the start-up techie troops downstairs, and sabotaged an open flow of
communication. The innovative ideas of the young reative who were hired
exactly for that out-of-the-box thinking never made it up the stairs to where the
“real thinkers” ran the company.

Doing business today requires navigating the underground psychological
terrain of people at work: egos that run amok putting personal success ahead
of corporate achievement; palpable, underlying anger in response to company
policies; managers who ill treat others; fear so contagious that people spend
most of their time just trying to keep their jobs instead of doing their jobs. In the
incredible pressure cooker that is the modern workplace, how can leaders hope
to keep their eyes on an invisible ball?

HIDDEN TIME BOMBS

Every day all over the world, people enter the workplace with personal
preoccupations: work pressures, health concerns, money worries, family
problems, relationship issues, political viewpoints, and more. That's a lot of
variables to consider. And these are the things that people are conscious of, that
can impact their work and be di cult for others to cope with.

But there are other preoccupations the workforce does not have a clue
about — the ones that are unconscious. These could be unresolved childhood
issues, fears, anxieties, fantasies, drives, prejudices, obsessions and complicated
emotions like anger and guilt. That's what is happening when a person sabotages
something they have been striving for, such as a promotion or a deal — or when
someone gets angry with another for no obvious reason. They can then become
upset and confused because the behaviour is illogical.

People do not leave their psychological selves, conscious or unconscious, at
home when they come to the workplace, and there are many permutations of
how work and self —and self and others — collide. Human beings are not rational,
and every day their illogical, unconscious minds are walking into o ces with
hidden agendas that even they cannot see.

In the 17th and 18th centuries, the Age of Reason and the Enlightenment,
human beings were thought to be rational. But over the centuries, people
began to seriously doubt the rationality of human beings, especially when
confronted by a host of illogical things that people did, such as engaging in
barbaric practices and constantly declaring war on each other. Ideas about the
“unconscious mind” were frequently bandied about in philosophical circles, but
it took Sigmund Freud in the early 1900s to organize them into a comprehensive
theory that has formed the cornerstone of our knowledge of human psychology.

According to psychoanalytic theory, we act irrationally because we are
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motivated by unconscious forces that our conscious minds are constantly
struggling to control. We keep them out of our conscious awareness because
we feel they are shameful or frightening or dangerous. Things like impulses,
feelings, fears, motivations and desires that come from ourselves, our childhood
experiences, life events and interactions with other people. These internal
factors interact with other workers' issues, as well as with the external, real-life
demands of the workplace such as productivity, competition, time pressure,
profit and loss, marketplace strategy and innovation.

BUILDING CONSCIOUS CULTURES

Although the unconscious is invisible, it still has to be dealt with. One way to do
so is for leaders to build a conscious culture. Conscious cultures are built from
the top down. The first step is to understand that what you see is not always
what you get. Believe in the unconscious mind of your organization and look
for it everywhere.

It is like being at the theatre and there are two shows going on — the one
you are seeing, displayed on the stage in front of you, and the one going on
backstage behind the curtain. What you see is only half the story. The secret
life that is hidden from view explains what you are really seeing and why it is
happening. Gaining that perspective keeps you from being blindsided by
unexpected events and allows you to direct the action toward the goal you want
to achieve. The second step is to make “what is unconscious conscious” — know
the whole story about yourself and the people you interact with.

Without reflection and introspection, irrationality stays underground
where it grows more potent every day. The conscious rational mind, both the
individual one and the corporate one, can only be strengthened by dealing with
unconscious issues, not by pretending that they do not exist.

DIVERSITY AND INCLUSION

In her feature article for Dialogue, “Cracking the code for women in business”
(2013), Liz Mellon referred to unconscious bias as one of three primary reasons
why women have not made it to the top tier of management in record numbers.
The unconscious plays a particular role in perpetuating the lack of progress
for women and other minorities. Becoming aware of our inner prejudices — the
ways we classify and stereotype other people — and making the roots of these
attitudes conscious will go a long way to turn the tide.

The “what” and the “why” of the situation is that embracing diversity is the
evolutionary adaptation required of all human beings in this century.

The “who” is you, because this kind of deep self-confrontation must come
from the top. And it is going to rock you to your core to embrace di erence
when it is far more comfortable to surround yourself with people who are just
like you. You will have to go deep down inside yourself to redo what comes
naturally to you and find the truth that will enlarge your world.
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But there are landmines to avoid, because the “how” of diversity can prove
elusive even with the best intentions.

OVERLOOKING DIFFERENCES

As business leaders, you may look for similarities — but overlook di erences.
For example, a company’s new CEO made diversity a top priority. He recruited
a senior woman from a competitor to head a newly created division and put
her on the traditionally all-male executive board. But after a couple of years,
the number of women in leadership roles had actually decreased and no other
women had been named to the executive board.

In this example, a review of the exit interviews of women who had left revealed
not just the usual issues of salaries and promotions, but the discriminatory
behaviour of the senior woman who had been recruited by the CEO. Senior
male leaders all spoke highly of her, remarking about her intelligence, her
bawdy sense of humour and that she was not down on men. In fact, that was
true, with the addition that she was actually down on women. She laughed
when questioned about why no other female candidates were accepted to the
executive board and said: “l would never allow one of those women to spoil my
relationship with my brothers!”

The CEO had wrongly assumed that adding a woman to the executive board
would be good for the women of his firm, but the one he picked had made a
career of being “the only woman” and wanted to keep it that way, so enhancing
diversity was not her priority.

A problem occurs when leaders make the assumption that similarities should
override di erences, and then make the second assumption that all minority
group members are the same — see things the same way and want the same
things. Individual di erences are critical, but they are lost on us when we are so
anxious to avoid the big di erences among people that we focus only on what
is comfortably familiar.

In this situation, the assumption was made that all women are the same and
so any one of them appointed to the board would su ce, especially this one,
who was in many ways, more similar to the male members of the board than to
any of the women she was supposed to support. But it gets more complex.

OVERLOOKING SIMILARITIES

If we are not conscious of what our individual prejudices are or might be, we
may not realize how much attention we direct toward the di erences between
ourselves and others. We may seek them out with a vengeance to assure
ourselves that the “other” is not like us, so that we can remain safe.

Instead, we must look for the meaningful similarities we share with others that
will help us overlook unessential di erences. To do this properly, we must be
conscious of what it is that we carry that influences how we are looking at people
and situations. Unless we do the work, we will get it wrong.
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You and your corporate culture must create an unrelenting commitment to
consciousness around this issue. Without awareness on a micro level, there can
be no real inclusion. United States Supreme Court Justice Sonia Sotomayor
(2013, 163) cautions us: “The dynamism of any diverse community depends not
only on the diversity itself, but on promoting a sense of belonging among those
who formerly would have been considered and felt themselves outsiders.”

HAND IN GLOVE
When we become comfortable with our essential sameness, our basic
humanness, then we can delight in our wonderful di erentness. Ultimately,
our inclusion must be wide enough to embrace the vital individual di erences
among us as well, that must not be obscured by colour or nationality. It is this
uniqueness that is created, not only by our heritage, our race, our religion, our
gender, our sexual orientation, our generation, but also by our own personalities,
styles and expressions of where we have come from, that must not be sacrificed.
Dr Maya Angelou (1990) observes that we “allow our ignorance to prevail
upon us and make us think we can survive alone, alone in patches, alone in
groups, alone in races, alone in genders”. Leaders can work against this using
consciousness as their antidote to ignorance.

> SHELLEY RECINIELLO is a psychologist and author of The Conscious
Leader. She has spent her 34 year career as a psychologist determined “to give
psychology away,” by demystifying psychological and psychoanalytic principles,
and providing people and organizations with thoughtful, practical information and
methods to change their lives.
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CHAPTER 8.
FEMALE LEADERS CAN TAKE ‘IT' INTO
THE BOARDROOM
BY JULIA EDMONDS

FEMALE BUSINESS LEADER and managing of Lexington Catering, Julia
Edmonds gives us an insight as to how she made it onto the board of a £30
million business. Contrary to reports from many female leaders Julia does not
feel her gender has put her at a disadvantage in her career.

In 2007, she joined Lexington, a food service and hospitality company and
has helped drive a period of significant growth in the business. One of three
women on the board at Lexington, Julia joined as Sales and Marketing Director
and within three years worked her way up to MD.

Edmonds has learned a lot about the need to listen to others and take control
but most importantly she has learned the need to inspire people, nurture talent
and create an environment where employees love to be. She picks up the story...

“I am naturally very driven to achieve goals and have always enjoyed taking
a lead in situations. | guess it is this together with the fact | get so much from
helping others to achieve their potential that attracted me into a leadership
position. And | have enjoyed the journey...

“While I know some sectors, particularly very traditional and male dominated
workplaces, could make it di cult for women to progress, thankfully | have
always been lucky to work with people who have embraced the talents that
women can bring to the team.

“I have worked with some fantastic leaders myself who | have learned from
and who have inspired me. What struck with me from very early on is the need
to create a clear vision for the business but also the need to spend time with
employees to ensure they can truly relate to it. Only by really understanding and
believing in the vision will they be able to support it.

“You also have to be driven and love what you do, being bold and being
able to inspire other is essential. To do this your values as an individual need
to be aligned to the organisation. Our core values at Lexington have certainly
underpinned the success of the business and this has been about building an
environment that is inclusive, nurturing and where people can be innovative in
their roles, regardless of their level.

“Success hinges on leaders developing a vision that employees truly trust
and believe. In order to get employees to understand and embrace the vision
requires investment and e ective communication. To do this requires being out
talking to people — only when you get in front of your people and make it safe
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Gabriela Hernandez Cardoso was named general counsel for GE Latin
America in July, 2013. Prior to this, she was president and CEO of GE
(General Electric) Mexico from 2010 to 2013, responsible for the operations
and business growth of GE in the country.

Before joining GE, Hernandez served in both the public and private
sector. In the Mexican government, she worked for the negotiating team
of the North America Free Trade Agreement (NAFTA). She also worked
at the Federal Consumer Protection Agency as under-attorney; in the
Ministry of Communications and Transportation, she was general director
of telecommunications and under-secretary of communications.

In the private sector, Hernandez worked in corporate law and
international trade for global companies such as Motorola and Tellabs Inc
Mexico. She has also taught modules about foreign trade and law in public
and private institutions. She holds a Bachelor of Laws degree from Escuela
Libre de Derecho as well as postgraduate qualifications from the same
institution.

for them to tell you what's really going on, both the good and the bad, will you
really create two-way communication and build the trust.

“Whilst this takes time it is time well spent, it allows you to get a real
understanding for what is happening day-to-day and what challenges both
employees and clients face — this is essential when thinking about the future and
strategy of any business.

“Empowerment is also a must — people want to feel that they play a part
and can influence the shape of the organisation. In order to get the most from
people it is important to create an environment where your people are able
to do their job e ectively but also feel empowered to make decisions, share
information and try new things.

“The challenge is to ensure that this culture continues to thrive as we grow.
At Lexington we have developed a framework for identifying top talent —
people who have the potential to become our future leaders. We created our
Leadership DNA around ten key behaviors, which alongside our company
values, ensure that our messages continue to flow freely and everyone feels part
of the Lexington community.

“In my opinion if you want to become a successful leader it is essential to
place your people at the very heart of your business.”
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CHAPTER 9.
DEVELOPING YOUR BRAND
AS A LEADER
BY DORIE CLARK

DO YOU HAVE LEADERSHIP potential? If you want to advance successfully
in your career, it is essential to understand how you are viewed in your
organization and in your field. But too many of us still hold onto the idea that
hard work is enough and that keeping our heads down will surely lead to future
reward. But other professionals — including your boss and your boss’ boss — are
increasingly pressed for time, to the point where they generally cannot focus
on recognizing or cultivating your skills; they're too busy putting out fires and
worrying about revenues. If you want them to understand who you are and what
you're truly capable of, you will have to make sure they take note.

Of course, the challenge is that we can't (and wouldn’'t want to) just launch
into a self-congratulatory monologue about our skills and abilities. Instead, we
have to find a clear but subtle way to ensure others are getting the right message
about us. The term “personal branding” — popularized after a famous 1997 Fast
Company cover story — raises the hackles of some, who fear that it implies a lack
of authenticity or a desire to “market” yourself to the point of artifice. But that's
not what we're talking about. Instead, personal branding is simply another term
for your professional reputation — something that most professionals would
agree is very important to their future success. Thinking strategically about your
personal brand means starting to take control of your reputation and ensuring it
reflects who you really are.

The form personal branding takes varies by culture. But in any country, it
makes sense for successful professionals to understand how they are viewed by
others — and, if that doesn’t match what they'd wish, to take steps to close the
gap and ensure their abilities are truly understood.

PERSONAL BRANDING
The first step, then, is being clear about the message you would like to send.
Sometimes people conflate your personal brand with your “elevator pitch” —the
short, pithy statement that describes who you are in 10 seconds.

That is one element of your personal brand, but your brand is actually much
more far-reaching: it is the totality of the message you

send when people look at things like how you dress, how you speak, who
you hang out with, what organizations you're a member of, what charities you
support, whether and where you blog, the topics you talk about, and so on.
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Dan, an engineering director who joined a new company, realized he
needed to establish his brand as a leader. In developing your personal
brand, you must recognize how you're perceived, determine how you'd
like others to think of you, then take action to live out your brand. Dan
realized since he'd come from an international company and was now at
a firm with a “hip” reputation, he needed to guard against the perception
he was bureaucratic. “I had to work to get people to understand | was
comfortable in the new environment,” he says. “It's a grassroots culture, so |
had to start building trust. It was lots of time ‘managing by walking around’,
being visible. With anything that smacked of a big company, like having a
standing sta meeting, | overreacted against it.”

He also determined that, despite his introverted style, he needed
to build relationships and wanted to be perceived as connected and
knowledgeable. He knew it was critical to his ability to succeed in the job,
so he extended beyond what he would have done in the past. Today, Dan
is living out his brand — and ensuring he is known in the company and
in his community — by networking his favourite way, through breakfast
meetings. “The biggest change is my default answer used to be no,”
Dan says “And now my default answer is yes. I've focused on reasons
to say yes.”

That means your personal brand is not just something you tell people; it is
something you live out every day, which is why authenticity is so crucial. Even
if you wanted to, you can’t sustain phoniness over time. Instead, the far better
solution is to determine what is unique and powerful about who you are, and
find ways to leverage that to your professional advantage.

| often recommend that executives start with a quick, informal poll of a few
friends or colleagues: if you only had three words to describe me, what would
they be? This forces people to focus and only list what they view as your most
important characteristics. After you speak with three or four people, you'll begin
to see patterns that can be quite illuminating. As executive coach Alisa Cohn
told me when | interviewed her for Reinventing You, it's essential to compare the
adjectives you hear with the ones that are necessary for where you want to go.
Cohn notes: “Maybe people say, ‘I see you as thoughtful, methodical and nice.’
Those are lovely professional qualities, but it's not a leadership brand like ‘decisive’.
It's not bad, but it's not going to get you to the C-suite.”

THE RIGHT BRAND FIT
Next, think through how your brand overlaps — or doesn't —with your company’s
brand. It may be a perfect fit, you're innovative and they're innovative. But
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most often, we share some elements with our company’s brand and diverge
in other places. In order to thrive professionally, it is useful to think of it like a
Venn Diagram from high school math: find the places where you overlap and
emphasize those. One executive at a large company, whom | interviewed on
how to become a recognized expert in your field, told me about the process
he went through in finding the right brand fit. “A number of the people on the
company leadership team come from an engineering background and look at
things in a methodical, process-based way, and that’s not me at all,” he said.
“There's a streak of the rebel in me and | had to realize my natural brand wasn't
going to fit, but it still had to be me. What are the things we could agree on? |
knew we could agree on results.” So he emphasized his brand as a “results-driven
leader” and made a point of talking about his work in those terms. “I've had to
actively manage my brand — to know what it is and be cognizant of it,” he says.
As aresult, he's been very successful in the company.

DEMONSTRATE YOUR BRAND

Finally, it is important to demonstrate your brand. Particularly if you're
“rebranding” —wanting to shift people’s perceptions to see you in a new light — it
can be useful to harness the element of surprise. Volunteer for a project that
highlights new skills in the direction you're looking to rebrand yourself or start a
new initiative. If you want to be seen as a global leader, sign up for a language
class or join the diversity committee. Find ways to proactively demonstrate your
interest and your brand to others.

Creating content is also valuable. It has never been easier to start a blog of
your own (you can use free software like WordPress) and, in most companies,
the marketing team will love you if you volunteer to help write posts. Even if you
detest the process of writing, there are options, because it is about your ideas,
not their format. You can create podcasts or video blogs literally using just the
software on your smartphone and many corporate marketing departments will
also have sta that would be glad to help you, if you show an interest. Creating
content is a powerful way to showcase your expertise; instead of people citing
outside “experts” to validate their position, they are going to start citing you
and the things they read in your blog or heard on your podcast. And anytime a
client or prospective client mentions a challenge they're facing, it is enormously
powerful to be able to say: “I just wrote about that; let me send you a link.”

The best way to ensure your brand as a leader spreads throughout your
organization is to make an e ort to network. Not in the sense of going to
“networking events” and trading business cards — instead, it is about breaking
out of the ruts that we typically fall into as professionals. Most people eat lunch
with the same people and talk with the same colleagues all the time. It is easy and
comfortable, but it is also a mistake. Something as simple as inviting one new
person in a di erent department out for lunch each week can have a dramatic
impact on your ability to access best practices, connect with others, hear about
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opportunities and add value to your organization. Networking doesn’t have to
be an exhausting form of glad-handing; rather, it is about keeping yourself open
to new encounters and new possibilities, and ensuring that you don’t allow your
connections to stagnate. If you want to keep your career moving forward, it is
important to do the same with your network.

Personal branding is a powerful way to distinguish yourself as a leader. When
done right, it is the ultimate form of authenticity because it makes clear the
value you can add and draws people to you, specifically. An investment in these
strategies is one of the best forms of career insurance you can make.

> DORIE CLARK is a marketing strategist who teaches at Duke University’s

Fugua School of Business. She is the author of Reinventing You: Define Your
Brand, Imagine Your Future
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