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teams requires sophisticated and artful leadership.   

Martha Maznevski, professor at IMD Business School, took 

time earlier this century to research how multicultural 

teams perform. The findings showed that the more di-

verse the team (with a wide set of complementary skills), 

the more likely the team was to underperform.  The teams 

There have been many observations and case studies 

written around the dynamics that exist in teams and 

whether having harmonious or complementary skills in 

the team members provides advantage or disadvantage to 

the culture and performance. 

Harmonious teams evolve because there is a drive for 

members of teams to be similar. As the name suggests, 

harmonious teams have members with a similar ap-

proaches, who get on and who get the job done. Examples 

of a harmonious team are; a team of specialists such as 

software engineers who behave and work in similar ways; 

or a leader who recruits like-minded people to create 

‘team-fit’.   

 

In contrast, complementary teams are by nature a ‘mixed 

bunch’ with a wide variety of skills and behaviours. As 

such, they can be dynamic, wide thinking and productive. 

However, because there are so many differences they can 

fall out or conflict with each other. More leadership and 

management skills are needed with complementary 

teams if you want to guarantee high performance. 

So, what happens when you have a multi-cultural team?  

Do these two distinctions and variations between the 

types of teams still occur? Most likely, multi-cultural 

teams are going to be more complementary than harmo-

nious, simply because there is the added layer of cultural 

diversity. When you consider some of the layers of cul-

ture, such as; nationality, education, language and genera-

tion, there will be significant differences, even if the team 

are a group that have similar qualifications and skills.  

These complexities mean that leading and managing such 

We are offering a free TeamPulse Report 
to our website visitors.  
This offer is limited to one free report per organisation. 
  

Visit www.valuesbasedleadership.co.uk for more           
information 

“Multi-cultural teams that had  

highly effective leaders  

out-performed the homogenous 

teams. ” 

http://jp.linkedin.com/in/yoshitohori?trk=mp-ph-pn
http://www.linkedin.com/today/influencers?goback=%2Empd2_*1_*1_*1_*1_*1_*1_20140212063333*5225119*5my*5new*5model*5of*5leadership*5in*5the*521st*5century&trk=inf_bdg_apost
http://www.amazon.co.uk/Legacy-James-Kerr/dp/147210353X/ref=sr_1_1?ie=UTF8&qid=1399388479&sr=8-1&keywords=legacy
http://www.valuesbasedleadership.co.uk
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that performed best were more homogenous; from the 

same cultural background. However, what was most in-

teresting was that the multi-cultural teams that had high-

ly effective leaders out-performed the homogenous 

teams. What those of us involved with global organisa-

tions can take from these results is that our multi-

cultural teams need highly effective and culturally di-

verse leaders.   

From her research  Maznevski has offered some insight 

into how to lead a diverse team. She talks about what she 

calls MBI – Mapping, Bridging and Inte-

grating.  Mapping is when a leader really 

learns to understand the differences that 

exist between the different cultural nu-

ances of their team members. Bridging is 

when that leader is able to communicate 

across those differences, so, for example, 

creating a vision for the future where the 

communication style and approach is 

clearly understood by all. Finally, integra-

tion of the team is where the leader is able to 

manage the differences of the team at all levels 

and through time. 

For me the word that rings out here is inclusion. To be 

able to map, bridge and integrate, we, as leaders, have to 

be inclusive in everything we do. Inclusion requires us to 

have self-awareness so that we are able to understand 

ourselves and our own national and corporate cultural 

background and experiences, by learning about other 

cultures.   

 

I have reviewed Fish Can’t See Water by Kai Hammerich 

& Richard Lewis in this edition of Voice. In the book, the 

authors talk about business leaders finding it difficult to 

see their own cultural programming when looking in the 

mirror. To us we are normal, and it is only when we look 

at others that we see the differences. It is much easier to 

be inclusive if you recognise you are different in their 

eyes and that differences are to be celebrated not ridi-

culed. As Beth Brooke says in her article ‘The Art of De-

veloping Truly Global Leaders’ (Harvard Business Review 

November 2012): 

Unless a company also thinks about the art of global lead-

ership, it will never reach its full potential on the world 

stage. 

By “art” I mean values and habits that are hard to measure 

or instil through some step-by-step process but that show 

up unmistakably in great companies’ cultures.  I’m talking 

about a commitment to inclusive leadership.  Leaders who 

create high-performing teams that are greater than the 

sum of the parts value difference as opposed to merely tol-

erating it.  They are curious about other cultures and know 

to check their assumptions.  They encourage discussion, 

actively engage conflicting points of view, and inspire 

teams to think creatively, all while pursuing a common 

mission. 

http://hbr.org/2012/11/the-art-of-developing-truly-

global-leaders/ar/1 

So be inclusive, be curious and be encouraging.  It seems 

to work. 

By Karen Frost 

Director of Coaching at Values Based Leadership 

Karen Frost 
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This seemed like a bit of a strange title for a book on corpo-

rate culture, but on reflection I think it is perfect. The idea 

the book promotes is simple; national culture has a powerful 

but often invisible impact on the success of global compa-

nies. So, as leaders we need to ask ourselves; can we see our 

own cultural environment? Or, are we like fish and unable to 

see how our personal and organisational cultural traits influ-

ence what we do and how we do it? 

The book helps us, as leaders and managers of companies, to 

understand our own cultural programming, and then under-

stand the differences of other national 

and corporate cultures, so that we 

hopefully make better business deci-

sions.   

Fish Can’t See Water also makes one 

very important assumption; that the 

vast majority of business organisa-

tions have national culture at the 

heart of their corporate culture. In my 

experience of working with global 

companies with diverse cultural 

teams, I support this assumption.   

Whether you agree or disagree with the assumption, I think 

this is a fabulous read. Especially so if you are a manager 

from one culture working for a multinational organisation 

whose origins and history are embedded in another culture.  

It gives the reader the opportunity to raise their own self -

awareness through some strong cultural models, plenty of 

examples and some interesting case studies that help to ex-

plore what the look and the feel of the water actually is. 

Have a look at this link for a more detailed overview of this 

great book: 

http://fishcantseewater.com/ 

 

Reviewed by Karen Frost 
Director of Coaching Values Based Leadership 

Publisher:  John Wiley and Sons 

“It is much easier to be inclusive if you 
recognise you are different in their 
eyes and that differences are to be   

celebrated not ridiculed.” 

http://hbr.org/2012/11/the-art-of-developing-truly-global-leaders/ar/1
http://hbr.org/2012/11/the-art-of-developing-truly-global-leaders/ar/1
http://fishcantseewater.com/


I have shared Simon Sinek’s Ted Talk, How Great Lead-

ers Inspire Action, with many leaders over recent 

years.  In most cases it has had a profound impact on the 

way many of them think about their role as leaders and 

what they pay attention to when leading teams. The talk, 

which has now had 17.2 million views, focuses on how 

some leaders and organisations connect people, employ-

ees and clients in a different way to others. By codifying 

this he discovered the “Golden Circle”:  

Why? 

Do you have a 

clear under-

standing of why 

you do what 

you do? 

What is your 

team’s purpose 

and why does 

your team ex-

ist? 

How will your 

team add value and contribute to society as a whole (not 

just to shareholder value)? 

How? 

How will you go about doing what you do?   

How do you use the company values as a guide to deci-

sion making? 

How do you want to be remembered as a team and what 

principles and values does that imply for you? 

What? 

What are the products and services that reflect your why 

and how? 

How can you use this focus to connect your people to 

what you expect of them each day and engage them in 

the organisation and its vision? 

When you work in this order, why, how and then what, 

you will have a significant impact on the way that the 

team members connect with each other and with you as 

a leader. 

In the video mentioned above, Simon Sinek specifically 

notes that organisations like Apple understand and artic-

ulate their “why” in a meaningful way.  As a result, they 

have a deeper and more profound connection with em-

ployees and clients than those organisations who start 

with and focus on the “what” (the products and services 

they deliver, the USP, KPI’s and some measure of profita-

bility).   

 

While Simon Sinek focuses on organisations in the video, 

we can also think about the golden circle within a team 

context.   I am fortunate enough to work with teams from 

many different cultures in different parts of the world, 

and, almost without exception, when we first start work-

ing together the teams’ focus is on what they do rather 

than why they do it.  Of course the “what” cannot be ig-

nored.  Output and results are how most teams are meas-

ured, an indication to the larger organisation of a team’s 

success. However, more and more I notice that teams 

and team leaders are becoming increasingly dis-engaged 

when there is a strong focus on the “what” especially 

when it overshadows the “why” (the purpose 

of the team).  Sinek himself describes pur-

pose in this way; “why do you get out of bed 

in the morning and why should anybody 

care?”   

So, where do you spend your time and ener-

gy?  Is it on driving at the “what”, the KPI’s 

the P&L, the team’s output?  If so, what 

changes could you make to your approach so 

that you also use your team’s energy to cre-

ate a “why” and the “how” that connects and engages 

them in a culture that routinely delivers outstanding 

results?  Because, here’s the good news, more often than 

not, when you get the “why” and the “how” right the re-

sults just come naturally! 

 

Focussing on the “Why” 

Our Favourite Videos and Articles 
 

Just A Routine Operation 

Behind the Ovo Door 

My New Model of Leadership in the 21st-Century 

John Frost 

By John Frost 

Managing Director of Values Based Leadership 

“When you work in this order, why, 

how and then what, you will have a 

significant impact on the way that 

the team members connect with 

each other and with you as a leader.” 

http://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action
http://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action
http://www.youtube.com/watch?v=JzlvgtPIof4
https://www.youtube.com/watch?v=o_dojo5KJ40
http://www.linkedin.com/today/post/article/20140212063333-225119-my-new-model-of-leadership-in-the-21st-century


James Kerr is a Creative Consultant and Author of Leg-

acy 15 Lessons in Leadership. Here he talks to John and 

Karen Frost about his values approach to leadership 

and how this is influenced by his native New Zealand 

culture. 

Who and What have been your main influences in 

life in terms of how you lead and manage yourself 

and others? 

In Legacy I talk about JoJo, my grandmother, as one of 

my main influencers. She had a real curiosity and a 

genuine interest in people which gave me a great role 

model early on.  In addition to this influence I consider 

my personal values key to how I lead and manage my-

self and I believe your cultural background defines 

your values.  

Coming from New Zealand is therefore a real influ-

ence.  The New Zealand culture is best captured in the 

All Black’s culture; making a connection and being 

able to contribute are a way of life. This is comple-

mented by a desire for excellence and high expecta-

tions. Then the most powerful value in New Zealand 

culture, for me, is humility because it gives sustainabil-

ity. Ego and the behaviours that are demonstrated 

through ego are not valued.   

 

How do your own personal values influence and in-

spire the way you live your life? 

I like to be collaborative, both in my personal and 

work life. I feel we have a short time to make a differ-

ence and our actions reverberate, so it is important for 

me to do work that is significant. I also value a sense of 

connection, especially with my family. Then, true to 

New Zealand culture, I value humility and not getting 

ahead of myself. I also like to keep R Buckminster 

Fuller’s words in mind; he said, ‘you can never learn 

less’. 

How have your personal values shaped the way you 

approach your work? 

I always ask myself, ‘how do I make a difference?’ 

Interview with James Kerr 

“I also like to keep R Buckminster 

Fuller’s words in mind; he said, ‘you 

can never learn less’.” 

 

“I consider my personal values key 

to how I lead and manage myself and 

I believe your cultural  background 

defines your values.” 

 

 

 

 

 

Book Review 
 

Laughology: Improve your life with the 
science of laughter 

by Stephanie Davies 

  

  

  

  

  
   
 

 

 
Laughology: Improve your life with the science of laughter, 

by Stephanie Davies, is a practical self help guide to using 

laughter and humour as a life skill to enable you to com-

municate more effectively. The book is written in an easy 

to understand, fun, informative way and takes a psycho-

logical look at how humour can influence your behaviour, 

help you feel better and live a 

happier life.  

This book is very much about 

finding perspective and becom-

ing equipped with the right tools 

and attitudes to face the chal-

lenges that life throws at us on a 

daily basis. 

Through the use of simple tech-

niques and exercises, it aims to 

improve the reader's ability to 

gain a more positive perspective 

in difficult situations, change their mood, and increase 

happiness through adopting the Laughology model. 

Stephanie Davies has very effectively designed Laugholo-

gy to be a tool to help improve every aspect of life and 

the reader is kept engaged by completing exercises 

throughout. They are also encouraged to write in it, un-

derline favourite bits, add their own notes in the work 

pages at the back and record their own thoughts. 

Through this engagement it is easy to see why Laugholo-

gy motivates and inspires readers and organisations. For 

more information about the Laughology philosophy take 

a look at the website 

http://laughology.co.uk/  

 

Reviewed by Sine ad Ferron-Moody 
Values Based Leadership 

http://www.amazon.co.uk/Legacy-James-Kerr/dp/147210353X/ref=sr_1_1?ie=UTF8&qid=1399388479&sr=8-1&keywords=legacy
http://www.amazon.co.uk/Legacy-James-Kerr/dp/147210353X/ref=sr_1_1?ie=UTF8&qid=1399388479&sr=8-1&keywords=legacy
http://laughology.co.uk/
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Through the success of Legacy I have 

been afforded more speaking opportuni-

ties and that fits comfortably within my 

values.  

You have had the opportunity to ob-

serve a wide variety of leaders in oper-

ation.  For you, what are the key be-

haviours that make great leaders? 

For me, it is having the humility to learn 

and to develop leadership skills; self-

leadership skills first, and then leader-

ship skills for the organisation. For ex-

ample, Graham Henry (former Head 

Coach for the All Blacks) is an inclusive leader. He has 

gone through a personal transformation and is able to 

connect on a human level and from a ‘real’ place.   

 

As I say in my book, ‘the best leaders remain true to 

their deepest values.  They lead their own life and oth-

ers follow’. 

And conversely, what are the behaviours 

in your opinion that make poor or un-

successful leaders? 

People who demand that others follow 

them, and people who diminish capability; 

the control freaks. 

How did being involved with the All 

Blacks in 2010 influence your thoughts 

and behaviours on values-based leader-

ship? 

I think it helped validate it and gave me 

the opportunity to quantify it. It helped me see that 

values-based leadership is really 

only the first step. Using your val-

ues to help you make decisions 

needs to have other elements. So, 

for me, the second element is to be 

led by a vision; to know where you 

are going.  Then the final element 

is about purpose, which is proba-

bly best described in Owen East-

wood’s words: ‘Purpose relates to 

an overarching goal beyond the 

practical missions that are pur-

sued day in day out’.   

Search: Values Based Leadership @valuesbasedlead Values Based Leadership  

“It helped me see that values-based 

leadership is really only the first 

step. Using your values to help you 

make decisions needs to have other 

elements. So, for me, the second       

element is to be led by a vision; to 

know where you are going.  Then the 

final element is about purpose. ” 

Final Thoughts  

 

 

“Individually, we are one drop. Together, we are an ocean.”  

- Ryunosuke Satoro  

“Coming together is a beginning. Keeping together is progress. Working together is success.”  

- Henry Ford 

"No one can whistle a symphony. It takes an orchestra to play it."  

- H. E. Luccock  

 “The strength of the team is each individual member. The strength of each member is the team.”  

- Phil Jackson 

James Kerr Author of Legacy 15 Lessons in         

Leadership 

Interviewed By John and Karen Frost 

http://www.youtube.com/user/ValuesBasedLeadrship?ob=video-mustangbase
http://en.thinkexist.com/quotation/individually-we-are-one-drop-together-we-are-an/391196.html
http://www.brainyquote.com/quotes/authors/r/ryunosuke_satoro.html
http://en.thinkexist.com/quotation/coming_together_is_a_beginning-keeping_together/146314.html
http://www.amazon.co.uk/Legacy-James-Kerr/dp/147210353X/ref=sr_1_1?ie=UTF8&qid=1399388479&sr=8-1&keywords=legacy
http://www.amazon.co.uk/Legacy-James-Kerr/dp/147210353X/ref=sr_1_1?ie=UTF8&qid=1399388479&sr=8-1&keywords=legacy

