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Preface

At first glance, trends such as globalization and digitalization as well as
the diagnosis of a VUCA world with volatility, uncertainty, complexity
and ambiguity as determining factors of today’s environment for deci-
sion-making and acting, might overburden individuals and organizations.
Integrating into global value creation processes and into inter-sectoral
stakeholder networks entails remarkable challenges at various levels. At
the same time, these trends hold manifold opportunities for innovative
approaches, encompassing the requirement of rethinking what constitutes
“good leadership” in today’s world.

The transcultural leadership approach takes these real-world trends as
the starting point for its reflections and calls for a positive perspective
towards their potential consequences. By focusing on cooperation and on
cooperation-related competencies, transcultural leaders are able to engage
in mutually beneficial interactions across cultural borders. Cultural diver-
sity is thereby considered as being complex and constantly changing,
with national culture representing only one of many dimensions that
flank human interaction, alongside determinants such as diverse regional
cultures, professional cultures, generational cultures, and many more.

It is in the context of these considerations that the Transcultural Leader-
ship Summit is hosted annually at Zeppelin University in Friedrichshafen,
Germany. The summit aims to provide a platform for exchange and
transcultural learning on questions of leadership and global cooperation.
In November 2018, the event focused on transcultural leadership in and
with Brazil and brought together Brazilian and German experts from
business, politics and civil society to engage in debate with practitioners,
academics and students from all over the world.

This book presents some of the major issues discussed at that confer-
ence and addresses Brazil as a high-potential country for transcultural
cooperation. As the fifth biggest nation in the world, Brazil not only pos-
sesses an abundance of natural resources, but it is also characterized by a
rich and multi-faceted culture and a dynamic society and economy. Ana-
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lysing the diversity and the opportunities for transcultural approaches
within Brazil offers fascinating and instructive insights into the country
itself, as well as into its role as a significant player in the globalized
world.

Its long history of cooperation with other countries means that Brazil
serves as a bridge to the South American sub-continent, to businesses and
other organizations from all over the globe. In the context of the political,
societal and economic challenges and opportunities the country has been
facing recently, many questions on Brazil’s further development are not
only attracting the attention of political and economic decision makers
but will also influence the future of doing business in South America.

A closer look at Brazilian perspectives and best practices therefore de-
serves our attention and provides promising insights, not least in terms of
leadership. The selection of articles in this book covers issues such as
exploring how responsible leadership and urban development are prac-
tised in Brazil, sharing how innovation management is realized in the
Brazilian context, sharing personal perspectives on Brazil as well as re-
flecting on the implications for university education and business prac-
tice. In this way, this volume aims to present different views on transcul-
tural leadership and cooperation in and with Brazil, and to offer success
stories to learn about Brazil’s role and potential in the context of globali-
zation and global value creation.

Our thanks go to our supporters and colleagues who have helped us in
the publication of this book. In particular we would like to thank Jessica
Geraldo Schwengber and Nils Geib for their great support in the editing
process. Most importantly, we must thank all the organizers, collabora-
tors and speakers at the Transcultural Leadership Summit 2018, who
helped us put the “Brazilian Perspectives on Transcultural Leadership”
on our agenda, especially to those who later contributed chapters to this
book.

Friedrichshafen, April 2020

Josef Wieland
Julika Baumann Montecinos
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Transculturalism and Innovation
in Global Business Networks

A Relational Approach

Josef Wieland

1. Innovations in network configurations

In this paper, I will discuss the challenges for innovation management in
global value creation networks, which are constitutively characterised by
cultural and, in some cases, intersectoral diversity. The success-critical
role of culturally shaped ideals (shaped by belonging to a specific nation,
firm, profession or other community) as drivers of private and public
value creation in and through global business and stakeholders from dif-
ferent societal sectors (intersectoral networks) is one of the most funda-
mental principles of Transcultural Management. By definition, transcul-
tural transactions are not discrete, dyadic Exchange Transactions. Rather,
they are relational transactions, which are defined by the fact that they
are attractors for polycontextual (actors from various areas of society),
polycontextural (with various decision logics) and polylingual (with var-
ious language games) events (cf. fundamentally Wieland 2018).

Values and other cultural events (and these are not limited to moral
values) are parameters for the cooperation of individual and collective
societal actors, who define the quality of the nodes (organisations) and
the threads of a social network, which is to say, the relations between the
nodes in said network (cf. Hakansson & Ford 2002). In other words, they
are resources of the network for the respective organisations and, as such,
also resources for the process of cooperation between these organisa-
tions. They are the copulas in and between the nodes (organisations) in
such networks (firms, governments, civil societies etc), and relationalise
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the various actors for the purposes of successfully completing the jointly
desired transactions. This is the fundamental perspective of Relational
Economic Theory (cf. Wieland 2018) on transcultural, that means rela-
tional transactions, and this will shape the remaining part of the analysis
presented here. Organisational resources and capabilities, and their rela-
tions in networks, each have their own contextual content — financial,
cultural or technical resources, the actors’ expertise, a certain way of un-
derstanding processes and events — which lend both of them a certain
‘heaviness’.

“This heaviness is the result of complex interactions, adaptations and
investments within and between the companies over time. It is not a
world of individual and isolated transactions between companies. In-
stead, each node or business unit, with its unique technical and human
resources, is bound together with many others in a variety of different
ways through its relationships.” (cf. Wieland 2018: 133)

That being said, interactions in networks are not only shaped by organi-
sations and their interconnections, but, in addition to the institutional
setting, also and especially by interactions between the various depart-
ments within these organisations and between the individual actors work-
ing in teams. Accordingly, the relations between networks proposed here
draw a distinction between the macro- (organisations), meso- (depart-
ments) and micro-level (teams, individuals), which represent different
governance regimes with different adaptive abilities to steer their trans-
actions'. At the macro-level, what we are talking about are, for example,
firms as discrete, autonomous organisational units, as collective actors,
which form and manage their relationalisation with regard to the network
partners (threads) using formal contracts, concerning the resources in-
vested and the corresponding expected returns. Nevertheless, corporate
traditions and cultures, as informal events affecting formal contracts, also
come into play in this context. Collaboration between the senior man-
agements as representatives of their respective organisations, or the man-
agement of research departments, takes place at the meso-level, where
procedures, leadership philosophies and personal relationships are what
matter most. Direct work on the desired transactions, which is done by

" For an institutionalist perspective cf. Dopfer et al. 2004, for a social innovation
perspective cf. van Wijk et al. 2019.
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individual actors at the micro-level, can be significantly influenced by
their specific knowhow and values. These parameters, only mentioned as
examples, determine the ‘heaviness’ of the vertical and horizontal threads
between the collective and individual actors in a team. Figure 1 reflects
this network of relations (threads) for the simple configuration of merely
two organisations (nodes).

Figure 1: Model of network relations

Level

Organisation A Organisation B

Macro
(Organisation)

Meso
(Department)

Micro
(Team,
Individuals)

Formal Governance
— — - Informal Governance

Source: Graphic based on Bosman & Rotmans, 2016; Geels, 2002.

Consequently, precisely the characteristics of the connections between
actors at various levels within the network are what, in our example of
collaborative innovation (which will be explained in more detail later),
determine the quality of the resultant mutual dependency, mutual access
to one another’s respective transaction-specific knowledge resources, as
well as the integrity and the level of trust between the actors. In this re-
gard, the network actors’ past and present experiences with one another,
as well as their learning processes, are just as important as their expecta-
tions regarding the future of the collaboration (cf. Hakansson & Ford
2002: 134). In this context, Hdkansson and Ford go on to claim (ibid.: 1),
there are three network paradoxes to bear in mind.
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— Firstly: The more strongly the network of legally independent organi-
sations is integrated, the less freedom the actors have to change their
interactions. The integration of the network is a gradual but funda-
mental process of transformation from discrete and dyadic exchange
transactions to relational transactions.

— Secondly: Since every network partner always pursues his or her own
strategy, each partner’s role simultaneously consists in seeking to in-
fluence the other, and in being influenced by others.

— Thirdly: The more successful attempts to regulate and therefore control
a network’s dynamic are, whether via contracts, monitoring, or har-
monising cultural values, the less effective and innovative the network
becomes (cf. ibid.: 134 ft.).

These paradoxes have a number of consequences for innovation manage-
ment in transcultural networks. Unlike in intercultural management, the
homogenisation of values is not the goal of transcultural competence train-
ing (cf. Wieland & Baumann Montecinos 2019). Instead, the objective is
to relationalise different values in a way that allows them to interact with
as little friction as possible. For our purposes, this is chiefly due to the fact
that, on the one hand, the cultural, principally infinite and uncontrollable
diversity of the network offers access to new ideas, new expertise and po-
tentially more rapid innovations; but on the other, the frictions produced by
diversity (such as language barriers and misunderstandings) tend to limit
both the adaptive efficiency of the network’s governance structure towards
these frictions, and the incentives for the partners to maintain integrity.
Consequently, in a first attempt to define it, the problem is as follows:
in productive global networks, innovation is influenced at the macro-,
meso- and micro-levels by the actors’ shared and differing interests and
values (cf. Vosskamp 1999; Manniche & Testa 2018). As a result, they
can only achieve the desired level of innovative superiority (above mar-
ket average) if they possess adaptive governance structures that allow the
friction-creating diversity to be productively put to use, and which simul-
taneously permit a process that fosters the generation of new commonali-
ties among the actors,” organisational and individual alike. This new
common ground can manifest, for example, in unlocking complementary

? For the theoretical concept of transcultural competencies cf. Wieland & Baumann
Montecinos 2019.
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knowledge and other skills that offer a different and higher potential for
innovation than any of the individual skills on their own. This is a process
that takes place in all three dimensions of time (past, present and future)
and is characterised by paradoxes. The three paradoxes mentioned above
lead to the conclusion that finding a balance between difference and com-
monalities at all three levels of the network is only possible temporarily
and in connection with specific transactions (projects, strategies); further,
this balance is constantly at risk of being threatened when one side or the
other — difference or commonality — becomes eventually dominant. In
either case, this is accompanied by a decline or even total loss of value-
creating productivity, and ultimately by the actors pulling out and the
collapse of the network. Transcultural management (cf. Wieland 2016;
Wieland & Baumann Montecinos 2019) offers one way of increasing the
adaptivity of network governance, by systematically using culture as a
driver for successful collaboration. Culture itself is the unity of difference
and commonality. As a result, values can be shared by various actors at
different levels in the network at a highly abstract level, whereas, in
terms of their concrete meanings and practical consequences, said values
not only permit various interpretations but also generate them. This is not
only true for values (performance values, cooperation values, communi-
cation values and moral values), but also for traditions, languages, sym-
bols and so on. In response, transcultural management must create pro-
cesses and forms of expression (cf. Wieland & Baumann Montecinos
2018: 28), which are themselves innovative acts based on organisational
and individual skills. Accordingly, in the transcultural context, technical
innovations and management innovations are coevolutionary.

2. Different forms and the impact of cultural difference

Innovative acts are events in global networks, which can have a variety
of different natures. In the following, they will be briefly outlined and
discussed; we’ll begin with the different forms (cf. Fritsch & Gorg 2013).

1. Global Intra-Firm Innovations: These are innovations that take place
within the legal form of a firm or international concern. Multinational
and transnational enterprises are primary examples, just as SMEs
with international production sites, sales centres or subsidiaries are.
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2. Global Inter-Firm Innovations: These are innovations that are orga-
nised in connection with joint ventures, strategic alliances or corporate
networks, and which are based on long-term and relational contract-
ing.

3. Global Social Innovations: These are product- or process-related inno-
vations that are driven by explicit societal expectations and norma-
tive (societal) standards. The Sustainable Development Goals (SDGs)
declared by the UN are a paradigmatic example (cf. van Wijk et al.
2019). Being the result of Multi-Stakeholder Dialogues (MSDs), they
can employ Multi-Stakeholder Partnerships (MSPs) combining firms,
universities, NGOs and/or the civil society for the purposes of their
innovative implementation (cf. Holmstrom Lind et al. 2018).

This range of forms can be further differentiated in terms of outsourcing,
international insourcing, and offshoring innovation (cf. Massini & Miozzo
2010). The first, outsourcing, involves the classic ‘make or buy’ decision
for specific domestic R&D projects (domestic outsourcing), which are
based on long-term contracting and, consequently, on continual interac-
tions between formally autonomous firms, also as parts of networks. In-
ternational insourcing refers to the intra-firm transfer of R&D activities
abroad, whereas offshoring refers to an intra- or inter-firm relation in-
volving the transfer (outsourcing) of the R&D function abroad, especially
to emerging economies. There are a host of different motivations for
choosing any of the three forms, ranging from pure cost considerations
(R&D wage differentials) and access to superior knowledge resources
(knowledge structures, leading universities) and talent pools (science and
engineering), to a intention to invest in future markets for which the de-
sired innovations are fundamental (cf. Massini & Miozzo 2010; Fritsch &
Gorg 2013). In addition, estimates concerning the relational costs of
political risks emanating from potential human rights violations, or con-
cerning how to protect privacy, inform decisions on whether or not to use
offshoring for innovation processes. After all, the priorities include pro-
tecting intellectual property rights and distributing the resulting benefits.
In all three variants, cultural parameters are both fundamental and
success-critical. For outsourcing, the focus is on questions concerning the
corporate or sector culture; for international insourcing and for offshor-
ing, challenges stemming from national cultures, professional ethics and
individual values can be significant. Accordingly, when we model inno-
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vation as a transaction in global value creation chains, we arrive at the

following potential relations:

Figure 2: Cultural determinants of global innovation

A

JV
: - .
Individuum | Transaction | ‘ Organisation
> _—

>
A

v

Profession

Source: Own representation based on Wieland 2018: 177.

If we assume that the desired transaction ‘t” involves the fair and trust-
based sharing of knowledge and other resources, then the parameters
nation, organisation, profession and individual will have specific cultural
impacts on the transaction at all three levels (macro-, meso- and micro-)
of the network, each of the impacts represents a specific form of the unity
of difference and commonality.

National cultures are unavoidably defined by differences that are simul-
taneously based on identity and the differentiation between those who
belong and those who do not. This is equally true for organisations (firms,
civil society groups, NGOs) or professions (engineers, scientists, occupa-
tional groups) that can use a specific shared culture to underscore both
internal commonalities, and differences between those inside and outside
the group. However, these sweeping statements must be qualified and
contextualised.
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First of all, the heterogeneity of the cultural actors applies to all four
cultural determinants mentioned above. These actors consist of multiple
subgroups and individuals who use their identity-forming sense of be-
longing to process difference, whether in the form of clearly defined,
alternative or opposing subcultures, or in that of individual idiosyncra-
sies. The fact that a given person is German or Chinese tells us very little
about how he or she can be expected to behave in connection with a given
transaction (cf. Wieland & Baumann Montecinos 2019: 13; Baumann
Montecinos 2019: 74; Swidler 1986: 273).

In addition, we must bear in mind the fact that networks are, by defini-
tion, inside out / outside in relations; this is reflected in the three previ-
ously mentioned paradoxes of mutual relations. In this type of inter-
action, differences are an inevitable characteristic of all actors involved in
network interactions (inside out), while at the same time, a shared sense
of belonging to a network is urgently needed for all actors (outside in) if
the goal is for the desired transaction to be mutually advantageous for
everyone involved.

Lastly, cultural factors’ indeterminate direction of impact must be kept
in mind. Confucian views on integrity as a source of orientation for leader-
ship hierarchies, for example, can be disadvantageous for the proper func-
tioning of a speak-up culture or for the agility within a team, and can offer
a breeding ground for corruption (for this discussion cf. Wang 2014),
while they can also be advantageous as a point of departure for establish-
ing a global culture of integrity in the network.

That being said, the effects of the parameters discussed here are dra-
matically modified by the character of global transactions. When a trans-
action in an intra-firm or inter-firm network is intended to produce an
incremental innovation, then the course of continuous improvement neces-
sarily leads to a closed innovation culture. A relatively stable group of
actors in intra-firm R&D departments or combined intra-firm actors in
R&D departments across locations, will form and become the ambassa-
dors of this culture. Conversely, if we are dealing with societal innova-
tions or disruptive innovations that involve the search for new business
models — regardless of whether or not they were induced by societal dis-
courses — an open innovation culture (cf. Felin & Zenger 2014; Chiaroni
et al. 2010) will be formed, because the inclusion of new, formerly un-
known stakeholders with unknown values of knowledge and a host of
interests and behavioural patterns is unavoidable.
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Closed and open innovation cultures in intra-, inter- and extra-firm
(e.g. social innovation in stakeholder networks) networks are important
parameters that not only enable the heterogeneity of cooperation projects,
their inside out / outside in relations, and the indeterminate direction of
impact for cultural diversity, but also determine their influence.

3. Managing transcultural diversity

The management of transactions in a network of cultural diversity — and
global innovations belong in this category — always begins with a strategic
decision regarding the goals in dealing with cultural diversity. Between
the poles of the purely closed innovation culture (Al) and the purely
open innovation culture (A2), the goal is to define the cost-optimal posi-
tion (in terms of transaction costs, cooperation costs and relational costs;
for this distinction cf. Wieland 2018: Chapter 10) that yields the highest
productivity for global cooperative innovations. If we generally catego-
rise cultures using the criteria strong/weak and centralised/decentralised
(cf. Wieland 2016) and use a German-Chinese joint venture (50:50) as an
example, the following aspects, illustrated in Figure 3, emerge.

Figure 3: Distribution of closed and open innovation cultures

strong

A

centralized decentralized

Aq

Ay

weak

Aq= closed innovation culture; A>= open innovation culture

Source: Own representation based on Wieland 2016: 28.
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If we assume that both partners traditionally possess a strong and cen-
tralised corporate culture, and wish to preserve said culture, then the sce-
nario is that of two closed innovation cultures (A1) that cannot cooperate
at all or can at best only do so with serious frictions. Consequently, the
developmental path to a mutually or jointly desired open innovation cul-
ture (A2) would need to produce governance structures and activate pro-
grammes that pursue decentralisation and foster a state of equality between
multiple cultures. A3 and A4 show possible combinations that can be
used to produce this type of process-capable cultural equilibrium. In this
regard, governance structures and programmes must weigh the advan-
tages of cultural diversity against potential conflicts. The first group of
advantages includes enhanced innovativeness and higher cooperation
rents, thanks to a larger talent pool of specific knowledge and training, as
well as a diverse mix of genders and ages. The potential conflicts include
the higher likelihood of misunderstandings, misinterpretations and lack
of language skills. Accordingly, while successful diversity can provide a
competitive edge via accelerated innovation (High-speed Innovation),
when it goes wrong the result can be culturally triggered conflicts, absen-
teeism, poor performance quality, and therefore a loss of innovativeness.
Figure 4 helps to illustrate these mechanisms.

Figure 4: Transcultural impact on innovativeness

Transcultural Impact
on Innovativeness

/\

Diversity Conflict

— Talent — Misunderstanding

— Gender — Preconception

— Age — Suspicious

— Education — Language

— Culture Mix

! !

Creativity Frictions
— Competitive Edge — Absenteeism
— High Speed Innovation — Poor Quality

— Loss of Innovativeness

Source: Own representation.
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There is no diversity without frictions, and an increase in cultural diversity
leads to a corresponding increase — both in these frictions, and in the re-
sulting transaction, cooperation and relational costs involved in coping
with them. Figure 5 shows the potential relations between the ideal and
real cultural diversity in a global value creation network.

Figure 5: Diversity — ideal and real position

A
Diversity
P1

P1:1deal position — high level of diversity,
low level of conflict

P2: Real position — low level of diversity,
high level of conflict

P2
0 >

Conflict

Source: Own representation.

The ideal and therefore desired position combines a high level of diversi-
ty with a low level of frictions. Point P1, the ideal position, maximises
the earnings from diversity, at which the costs resulting from frictions
can never be zero. The real position, P2, presumed here, and unfortunate-
ly encountered all too often in practice, combines a low level of earnings
from diversity with a high level of costs from the resulting frictions, and
must, therefore, be considered Pareto inferior. Remedying this state of
affairs is the goal of Transcultural Diversity Management based on an
innovation learning process (ILP). Figure 6 formally illustrates this rela-
tion.
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Figure 6: Transcultural learning strategy & innovation

A
Diversity ILP,

Conflict

ILP: Innovation Learning Process

Sty: Outsourcing

St,: Offshoring

a,: low level of diversity, high level of conflict

a,: medium level of diversity, low level of conflict

az: medium level of diversity, medium level of conflict
a,: high level of diversity, low level of conflict

Source: Own representation.

Point a; marks an initial state characterised by a low level of productive
and innovation-fostering diversity and a high level of potential conflict
due to frictions. Point a, also marks an initial state, this time with a me-
dium level of productivity from diversity and a (compared to a;) lower
level of friction. Both points are the results of a global outsourcing strat-
egy (ST)) that is incapable of delivering any further improvement. In the
example selected here, improvement is made possible by an offshoring
strategy (ST>) that is initiated and accompanied by an innovation learning
process (ILP;;). In this regard, only strategy ILP; achieves both a high
level of earnings from diversity and low level of costs.
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This is apparently only possible when the learning process is transcul-
tural in nature, which is to say, is one that focuses on minimising frictions
(intercultural management), as well as identifying new commonalities
among the individual and collective actors involved (transcultural man-
agement) (on this research programme cf. Wieland & Baumann Monte-
cinos 2019). I will discuss this in more detail in the following section.

4. Innovation management:
developing Communities of Transcultural Practice

The core of the transcultural paradigm consists in switching from a focus
on value identities (stemming from nations, organisations, professions)
and the connected challenge of minimising frictions, to a focus on the
requirements of specific commonalities for cooperative relational trans-
actions. Parts of these requirements are the particular and temporary
communities of actors, which are what makes it possible to identify exist-
ing and foster the development of new cultural commonalities in a learning
process to begin with. Initially, these commonalities in emerging com-
munities only refer to the experiential and interactive context of a specif-
ic transaction; accordingly, the sense of belonging that they produce is
necessarily fragmented and temporary. How stable such phenomena can
be over time, that is, how diversity can or is transformed into a shared
identity, is not the subject of this paper, which addresses the productive
relationalisation of cultural diversity using the example of innovation
management. That being said, the coevolutionary emergence of ‘commu-
nity — sense of belonging — commonality’ is simultaneously the goal of
and prerequisite for every transcultural learning strategy. To use a slight-
ly modified form of the term “Community of Practice” (COP) coined by
Wenger, McDermott and Snyder (2002), the respective strategy’s objec-
tive is to create “Communities of Transcultural Practice” (for the role of
COPs in leadership development programmes cf. Smith et. al. 2019).

“Communities of practice are groups of people who share a concern, a
set of problems, or a passion about a topic, and who deepen their knowl-
edge and expertise in this area by interacting on an ongoing basis.”
(ibid.: 4)
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By honing their expertise through their (initially self-serving) coopera-
tion for a certain transaction, they only form a community in connection
with said transaction, one that has a shared concern or goal, and which in
turn discovers and develops new commonalities, which are perceived and
approved as social capital by all participants (for the aspect of social cap-
ital cf. Lesser & Prusak 1999; for its role in the global context cf. Urzelai
& Puig 2019). In their book, Wenger, McDermott and Snyder (2002)
develop a process for forming and developing Communities of Practice
that follows seven imperatives.

1. Create a design for evolution.

This initially involves an organisational or governance structure that
is suitable for the transaction, and which serves to mobilise all of the
actors’ available, specific resources. This structure must foster joint
learning as a process of sharing knowledge within the innovation de-
velopment process (cf. Lundy et al. 2005).

2. Open a dialogue between inside and outside perspectives.
This involves the previously mentioned venues for the relationalisa-
tion of intra-, inter- and extra-firm resources, which, in addition to
teams of researchers and engineers, also include Multi-Stakeholder
Dialogues, Multi-Stakeholder Partnerships, Social Innovation Teams,
and so on.

3. Invite different levels of participation.

Here the goal is to differentiate between a core group in the innovation
team; active supporters from the participating organisations and de-
partments; and lastly, peripheral observers. This third category can in-
clude e.g. groups from civil society that are invited to join in discourses
on the challenges posed by and potential benefits of the transaction.

4. Develop both public and private community spaces.
These include working groups and project teams, as well as shared
events, discourses, and communication via social media.

5. Focus on value.

Developing the willingness and ability to share knowledge implies that
all stakeholders involved can expect to see a return on the resources
they have invested. Accordingly, the resulting sense of mutual de-
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pendency must be accompanied by mutual advantages and shared
value creation.

6. Combine familiarity and excitement.

Adhering to certain rules, routines and procedures during in-house
R&D work should be complemented by, for example, inviting exter-
nal researchers to join the team, visiting other benchmark industries,
or attending high-calibre congresses and conferences.

7. Create a thythm for the community.

Every normal course of life and every community has its own rhythm,
which consists of certain sequences, regular meetings on specialised
or general-interest topics, and so on.

In the context of innovations, Ji et al. (2017) characterise COPs as a “low
cost platform of knowledge” and as “professional informal cooperation
and communication networks. (...) They can also be called professional
communities, as COP members tend to have a similar background and
share professional experiences, skills, information, knowledge and opin-
ions” (ibid.: 205).

In the course of the discussion presented here, I have attempted to
demonstrate that these optimistic assumptions depend to a significant
extent on managing the ratio of diversity to conflict and are entirely inac-
curate when it comes to extra-firm collaborations.

The imperatives put forward by Wenger, McDermott and Snyder,
which I have illustrated and discussed here with regard to innovation
management in value creation networks, can be generally applied to all
transcultural learning processes.

Communities of Practice (COPs) provide a relational transaction and
the process of innovation through knowledge sharing as a case for in-
creasing performance with a space, a structure and a rhythm.* The inter-
actions between culturally diverse actors take place within this space,
structure and rhythm; in this regard, the difference between belonging /
not belonging to the Community of Practice manifests and is gradually
differentiated in various forms of participation; further, it can be devel-

? For the various aspects of space, structure and rhythm cf. Venkatraman & Venkatra-
man 2018; Pattinson et al. 2016; Kirkman et al. 2013; Retna & Ng 2011; Lesser &
Storck 2001.
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oped through shared activities, the jointly accepted rules in this context,
and the jointly accepted exceptions to those rules. In this regard, success-
ful communication and dialogue are indispensable. These activities are
made possible by the individual commitments and investments of all
actors, for whom there must be both an individual and shared return on
investment. Only then can the resultant state of mutual dependency be
transformed into a concrete, mutual advantage. All of these aspects foster
the creation of a transaction-specific community, a corresponding sense
of belonging, and with it, the discovery of current and development of
new cultural commonalities, which increase the potential and actual earn-
ings from cultural diversity and reduce the costs unavoidably produced
by cooperation frictions.
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Responsible Leadership in Brazil

Maria Cecilia Coutinho de Arruda

During the 2018 event “Transcultural Leadership Summit”, a three-hour
workshop was dedicated to a discussion on Ethics and Corporate Respon-
sibility, focusing on responsible leaders. The session was divided into
two parts: One presented successful stories of small companies, and the
other described the role of ethics and culture in large Brazilian corpora-
tions. The structure of the session had been designed together with the
students, which helped their involvement and participation.

The objective of this chapter is to offer highlights of this session, the
material presented and discussed, aiming at the importance of Respon-
sible Leadership in Brazil. In the first part, the objective was to allow the
students to have contact with the Brazilian reality of small companies: to
understand the context, background, and culture of business in Brazil.
What does the market require? What should be done in often complex
scenarios? An excess of laws and an “informal” way of doing business,
the jeitinho brasileiro, have weakened the concept of citizenship. Busi-
ness leaders pretend to follow the law, while citizens take advantage of
this behaviour, turning a blind eye when there is any personal gain.

1. Conceptual considerations

Before going into the practical discussion of the workshop, a few com-
ments on some concepts discussed for years may be useful.

“Leadership is a particular type of relationship, the hallmarks of which
are power and/or influence, obligation, and responsibility” (Ciulla 2003:
xi).
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Ethics and responsibility are issues facing everyone; therefore, they are
issues related to business leaders as well. Leaders are expected to be as
responsible as all other professionals in their respective fields. Society
hopes that business leaders know when responsibility should take priority
over the company’s effectiveness, profits or reputation.

According to Carlos Llano Cifuentes (2004), the corporation is re-
sponsible because it improves the products and services provided, makes
efforts to expand its employees’ highest qualities, satisfies not only wishes,
but effective needs of those whom it serves, and inspires good will and
trust from society. Thus, business leaders have expanded their responsi-
bilities to cover societal issues, including social concerns, as part of
corporate goals (Crane, Matten & Spence 2008). Then, strategic plans
define what has to be done, where and when to operate and managerial
aspects of the action taken to comply with this responsibility. Continuous
assessment aims to make the process sustainable, and the assurance of a
culture or conduct expected of the entire organization.

Doménec Melé (2007) states that a corporation is an intermediary in-
stitution between the person and global society, together with many other
intermediary institutions such as family, culture, religion, sports, charity,
city associations etc., all of which mediate to cooperate in the creation of
interpersonal and social bonds. Broadening the spectrum of themes, terms
and concepts, the global corporate social responsibilities perspective
covers impacts, challenges, analysis, criticism, consequences of important
topics of real life, sustainability, international economy and regimes, cor-
ruption, poverty and violence, among others (Hooker & Madsen 2004;
Arruda & Enderle 2004). Interestingly, in 1972, Walter Schulz already
seemed to foresee this development, when he defined responsibility as
“self-commitment out of freedom in worldly relationships™ (ibid.: 631-
632). He wisely included three components: subject (who is responsible?);
content (for what one is responsible?); and addressees (towards whom is
one responsible?).

In this chapter, responsible leadership will be considered in a wide
range of meanings, consequences and impacts, reflecting Brazilian per-
spectives, feelings and reasoning on Transcultural Leadership.
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Part 1
2. Brazilian mini cases for discussion

In order to better describe the business culture, common throughout the
nation, three short cases were presented and discussed in groups: Fabio
Pereira, José Pedro and Bateau Mouche.

2.1 Case 1: The Fabio Pereira case

“I always thought the beginning would not be easy, but I could never
imagine the extent to which things would become complicated”. With
this in mind, Fabio Pereira came home on a Friday in March 2017. The
previous night, he had analysed the problem with Daniela, his wife, and
both had agreed that the situation required a decision. Fabio knew that
Daniela would accept any decision he made, but it would be risky to
leave his wife with no job security or salary. In any case, he would have
to make a decision during the weekend that had just started.

Looking for the first job

Fabio Pereira graduated with honours from a Business School in July
2016. He soon started to look for a job. He first thought of focusing in
Sdo Paulo, where he studied and where his family lived. After three
months of difficult visits to all kinds of companies, someone recom-
mended that he tried a smaller town, where competition would not be so
strong, as many people prefer to work in large cities. When choosing a
town, he thought of some in Southern Brazil, with a mild climate and,
above all, with an expanding manufacturing sector. He noticed the im-
portance of choosing the first job well. For this reason, there was no hurry
to find it. It was crucial to analyse all the opportunities, well avoiding
disappointment in the first offer that emerged. In order to choose a com-
pany, his basic criteria were the possibility of promotion, a learning pro-
cess to help him start his professional career, the salary (actual and fu-
ture) and a good working environment. From the outset, he had rejected
the idea of working on his own as a consultant, as this required a mini-
mum of experience and contacts.
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After some difficult interviews, he went to a town in the South, to visit
a Secretary of Finance who had been his classmate in some courses in
college. His colleague informed him of a possible job in a real estate firm
that was increasing and urgently needed an administrator.

First contacts

The following morning, Fabio received a phone call from Jorge Oliveira,
a known local business leader operating in several sectors, one of which
was real estate. They arranged an interview for the same morning. Arriv-
ing at Dr Oliveira’s office, Fabio found it to be impressively luxurious.
He thought: “Obviously this is a company that is expanding.” Jorge re-
ceived Fabio and they had a brief interview. He did not go too deeply
into the business of the company, or the content of the eventual work to
be developed. Jorge offered incorporation in one of his firms, named
INCOSUL. He offered a 6-month contract, renewable for 6 months, with
the likelihood of a permanent contract within one year. The only condi-
tion was that he should start to work in two weeks and accept the offer
within one week. The salary was higher than Fabio expected for his first
job and the possibility of promotion was significant. On his first day,
Fabio communicated the good news to Daniela, his fiancée. She was very
happy and supported his intention of accepting the job. They would then
be able to get married soon. Of course, Fabio tried to gather all the in-
formation about INCOSUL in the short period of one week.

INCOSUL

INCOSUL was a society founded by Jorge Oliveira in 2007. It was created
to promote real estate at the beach, developing seven residential urbani-
zations in less than four years. He had made over US$ 15 million the year
before. He had recently diversified his activities, entering the business of
urban construction. He had obtained several substantial public works in
the city area. All Jorge’s business interests were said to be honest. So far,
there was nothing against him. On the other hand, Jorge was well known in
town and participated in important events. At the end of the week, Fabio
felt that he did not have enough information about the company and
about the work he would be responsible for. Nevertheless, he urgently
needed a job so that he could get married in August as he had planned.
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On Monday, he accepted the offer and on the same day he signed the
contract with INCOSUL.

In the beginning

Fabio started to work. He soon became aware of the company’s financial
situation and of the ongoing construction projects. After revising the
plans and the building permits, he noticed that the authorizations had
been given before the plans. This was not logical, as it is necessary to
present the plans in order to receive planning permission. He asked Dr
Jorge about this procedure and got the answer that it was normal: “You
already know ... this is just how the bureaucracy works”. The first weeks
of work went by very quickly. Fabio worked from 8am to 9pm. He thought
of buying a car so that he could travel to Sdo Paulo and visit at the week-
ends. Dr Jorge heard about it and allowed him to have a company car for
his personal use. Fabio’s largest concern was with the preparations for
his wedding. For this reason, he did not pay too much attention to some
strange details in getting permits, as well as to Dr Jorge’s relationship
with the city authorities.

Finally, in August, Fabio got married to Daniela in a church in Sdo
Paulo. In order to pay the high costs of the event and the traditional honey-
moon (Cancun), he got into considerable debt. Dr Jorge, in a new sign of
friendship, told Fabio that the company would pay any expenses related
to his wedding. Dr Jorge was introducing the new couple to other mem-
bers of the local society. In this sense, Fabio only had reason to be grateful
to Dr Jorge. Despite all the kindness, Fabio was not comfortable about
the administrative situation in the company. After having worked for
seven months, Fabio decided to study the reasons and the administrative
anomalies and to verify a possible connection with the spectacular growth
of the real estate firm in the last few years. He asked Adriana, Dr Jorge’s
assistant, whether she had any idea about the date issues. Adriana men-
tioned Dr Jorge’s close relationship to several city authorities. She added,
“May I suggest something? In order to have a good future in this compa-
ny, it is necessary to work hard and not to ask questions to which it is not
interesting to know the answers.” Thinking of these words, Fabio decided
to discuss the topic directly with Dr Jorge and asked to speak to him.
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Interview with Jorge Oliveira

They agreed to have lunch together the following week. Fabio spoke di-
rectly about the topic, asking about the administrative irregularities in the
granting of planning permission. He also brought up the topic of public
procurement in the city. Dr Jorge smiled and answered with absolute
normality about the standard procedures practice. “Every man has his price
and I assure you that, in City Hall, it is not excessively high. For example,
the parking lot that you are financially managing cost me US$ 15 thou-
sand. It is an investment, do you understand? This is normal, in this sec-
tor. If T had not done so, I would still be building popular homes and
earning almost “nothing.”

Fabio was concerned. That meant that, as an administrator, he was to
sign cheques on behalf of the company. If the courts became aware of
this, his name would suffer. Anyway, the risk was not so high thanks to
Dr Jorge’s good relationship and influence. On the other hand, Fabio did
not want to ask anything else about the significance of this investment in
workers. They were simple “happy ways” to make administrative trans-
actions agile, or was it simply bribery? Fabio knew that in the construc-
tion sector — as in others — certain things happen and, only as an excep-
tion, did they become public knowledge. They could be: leaks of some
worker to some friends, filtering information of competitors’ offers in
public bids; presentation of proposals with decreased value — even below
cost value — to later obtain profitable readjustment, relying on the “gener-
osity” of some properly rewarded worker; direct contracts with bribery to
workers and politicians with power to make decisions, among other pro-
cedures. After reviewing the INCOSUL files, he confirmed that he had
not yet had to sign any documents that would certainly mean bribery. At
this moment, he was ready to close a project for a parking lot in one of
the city squares. In the near future, this could become complex. Fabio
was thinking that he could not postpone his decision.

He asked for another interview with Dr Jorge to explain that he did
not agree with this way of working. This time, Dr Jorge did not take it
lightly, but warned him: “If you want to make money and get ahead,
leave your scruples at the office door before you enter. How do you think
this sector works? I don’t know anyone working in the way you expect
me to.” Fabio was not so sure of this generalization. At this moment, a
doubt came into his mind: Would this cause Jorge’s break with the finan-
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cial area in the company? The following week, Jorge Oliveira summoned
Fabio to his office and commented that he had already understood his in-
tention. To his surprise, Dr Jorge communicated that, within a few months,
he would have a pay rise and would be given a permanent contract. They
had spoken a different language, it was impossible that Dr Jorge had un-
derstood that he did not want more money, or a permanent contract, but
did want to work honestly. Without the option of changing his work in
the company, Fabio noticed that there were only two options left: to re-
main at INCOSUL and adapt to the working methods or leave the com-
pany and look for something else. Given his intense work schedule, there
was no time to look for another position in a different company. If he left
the job, his savings would only cover his expenses for the next five or six
months so he would need to find a new job.

To complicate the situation, on Friday Fabio went to talk to Dr Jorge
and communicated that he was thinking about leaving the company for
personal reasons. Dr Jorge did not react well to the news and warned
Fabio that if he left the company, he would cause him serious damage,
because he would not be able to replace him so easily. Besides, he had
invested in Fabio’s training. As a threat, he insinuated the difficulty that
Fabio would have to find a new job in the city, as Dr Jorge was a very
well-connected person and could blacken his name. Again, he offered a
higher salary and a permanent contract. He said good-bye, suggesting
that Fabio dedicate the weekend to reflecting on his situation. He would
wait for him at his office to sign the contract on Monday.

Other considerations

Daniela was well connected in the city. She already had new friends.
Nevertheless, she mentioned to Fabio that, if necessary, she would not
mind moving to another city. Fabio also felt very comfortable in the city.
Little by little, he made some interesting contacts that could help him in
the future to open a consultancy firm, as was his dream. In any case, given
Dr Jorge’s opposition, it seemed foolish to try start as an entrepreneur.
Fabio analysed everything that had happened, considering Dr Jorge’s
tempting offers. Actually, he had no reasons to know Dr Jorge’s methods
of securing contracts: He was a technical clerk and his function was to
manage all the projects that Dr Jorge put him in charge of. Objectively
thinking, he concluded that he was not legally guilty of anything. More-
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over, he would have a good future in the company. He had a happy life
and enjoyed his good salary. Nevertheless, he was not satisfied. He was
concerned that there was fraud or deceit behind all the construction pro-
jects. Even if he tried to ignore them, he knew the reason for the rapid
growth of the real estate firm and, effectively, he was facilitating this
action. What should Fabio do?

Questions for discussion — Case 1

1. Discuss Fabio’s professional, ethical and legal (labour) conditions at
the INCOSUL.

2. Identify the pressures he suffers in this situation.

3. Discuss the implications of each decision Fabio Pereira has made so
far, and those he will make in the future.

2.2 Case 2: The José Pedro case

José Pedro has just graduated from college in IT, Business and Engineer-
ing. His father hired him at the Campos & Filhos (C&F), a medium-sized
company owned by his father. This factory produces components for sev-
eral large defence corporations in Brazil. Recently, C&F created a Divi-
sion for specialized software, responsible for sales of hardware and soft-
ware. José Pedro was a good student. His father saw in him good quantita-
tive, entrepreneurship and marketing skills, as well as a warm personality.
He could discuss numbers with his engineers, and he could find adequate
solutions for his clients. Founded during the Second World War, C&F
manufactured parts for military planes. During the Korean War, and most-
ly in the Vietnam War, C&F became a regular sub-contractor providing
specific parts for planes and missiles. When Campos and his oldest son
Cristiano founded the company, Cristiano was responsible for sales. As
time passed, C&F increased business and grew. Today, the firm employs
hundreds of workers and relies on five salespeople. José Pedro is the sixth.

In his first months at the company, José Pedro focused on the defence
industry. Eduardo was in charge of his training program. Every time
Eduardo went out for lunch with the procurement team, everyone left
some money on the table. The final amount was usually significantly



Responsible Leadership in Brazil 41

smaller than the restaurant bill, and Eduardo paid the difference. Eduardo
required José Pedro to learn how to play tennis because “it is usually on
the tennis court that business is done effectively”. Many times, Eduardo
paid for the tennis court hire, which was often quite expensive. Eduardo
also required José Pedro to read the document on Integrity in Procure-
ment, related to purchases by public departments and acquisitions from
the Federal Government. Besides, José Pedro also had to read the Com-
mitment of Integrity in Procurement, that governmental purchasing staff
had to sign. While reading these documents, José Pedro noticed that em-
ployees in charge of purchasing for the government were not allowed to
offer, give, promise, directly or indirectly, any amount in cash, gifts or
other valuable items, to any official government purchaser. Similarly, the
buyers were not permitted to solicit or obtain, direct or indirectly, from
any governmental employee, before the signing of a contract, any classi-
fied information related to the purchase in question. Isn’t this related to
what we are doing, Eduardo? Yes and no, José Pedro.

On a Monday, after both arrived from a sales trip to Brasilia, Eduardo
came into his office and said: José Pedro, you made a mistake when re-
porting your expenses. You are losing 10% because you forgot to include
the tips. Going through the expenses form, José Pedro noticed that Eduardo
was right, but there was no specific space for these expenses in the account-
ing form. Eduardo, where should I include these extra expenses? I can’t
see any space on the form. You can simply add this amount to the prices,
as I did (showing his report). Looking at that, José Pedro noticed that some
of the numbers seemed exaggerated and he suggested: Why don’t we talk
about this problem with my father, so that Accounting can add some
spaces to the form? Eduardo answered in a professorial manner: Because
this is the way we do things here and they don’t like changes to the system.
In this company, we have a saying: “Closed eyes see further in business!”

José Pedro did not totally understand the problem but acted in accor-
dance with what Eduardo had told him to do. On another trip, José¢ Pedro
learnt the difference between working directly with the Federal Govern-
ment purchasers and the companies that C&F used as subcontractors. For
example, some conversations with the Defence contractors were reported
back to C&F and, after that, Eduardo and José Pedro visited certain gov-
ernmental agencies and passed on the information. In one specific case,
both were told to resubmit a bulk offer to a certain governmental worker
that would go into the private sector the next year. Besides, both were
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used to obtain information about solicitations of proposals from other
purchasers, as well as other information about the competition.

José Pedro asked Eduardo about this procedure and got the following
answer: José Pedro, in order to have a top performance in this business,
you will need to be able to distinguish precisely between when things be-
come legal and illegal. Trust me. I have worked in this field for 15 years
and no one has ever raised any doubts about me. Why do you think I
have been put in charge of your training? José Pedro started to read more
official documents and to ask other sales workers about their opinion of
Eduardo. Two answered that Eduardo was a clever guy, and that he knew
things from the inside, better than any other person in the company. The
other two told a different story. One of them asked: Has he already tried
to explain why he increases the value of his accounting reports? But I
thought everyone did this! The other sales worker made a comment:
Eduardo has been doing business with federal workers and large corpora-
tions that work in defence contracts for such a long time that he some-
times forgets that the rules have changed. He is lucky that he hasn’t been
caught yet. Watch your step, José Pedro, or you will end with dirty hands
and no place to wash them.

At the end of another trip to Brasilia, Eduardo went to José Pedro’s of-
fice: José Pedro, your numbers don’t add up. Didn’t I tell you to add at
least 10% of the totals, to include tips and several expenses? Let’s stop
this. Do you want to be a trainee forever? You know that I will have to
approve your training before you can work on your own. I want to be
sure that you know how to do things. Between you and me, I think C&F
will finally create a Vice-President position that is certainly mine, for my
time in the company. Thus, go fast and learn this stuff, because you will
be my last trainee. Now just sign this accounting report with these re-
vised figures. What should José Pedro do?

Questions for discussion

1. Discuss José Pedro’s professional, ethical and legal (labour) condi-
tions, at C&F.

2. Identify pressures he suffers in this situation.

3. Discuss the implications of each decision José Pedro has made so far,
and those he will make in future.
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2.3 Case 3: The Bateau Mouche disaster

Abstract

As CEO of the Sol e Mar Group (Sun and Sea), you have been told that
one of your best passenger boats has been wrecked. You requested an
investigation and found out that the top manager of the Bateau Mouche
had ignored a series of warnings that could have prevented the accident.
You ask who really was responsible for the accident, and whether or not
you should make yourself personally responsible.

The case

The modernization of boats throughout the 20th century reduced the time
needed to cross the sea between Rio de Janeiro and Niteroi. The flow of
passengers increased, as more job opportunities were in Rio, the Federal
capital at the time. Nevertheless, the poor service provided to users was
clear: consecutive accidents, strikes and delays to the boats’ schedules
caused permanent dissatisfaction. This route, like other short tours, was
historically complicated. Despite the short distance, the slow path of the
boats made some trips unfeasible. Besides, in 1917, had been a wreck
that had caused the deaths of many children. Citizens were still trauma-
tised to this day. In 1959, a serious incident known as “The rebellion of
the boats” ended with five casualties, more than 100 wounded, a fire in
the station, the destruction of boats and the cancellation of the concession
of Cantareira Group, responsible for this route for decades. The govern-
ment took over some operations. This is the background to the Bateau
Mouche disaster.

On December 31, 1988, sixty tons of fireworks and eight sound towers
with 120 watts located between the Help disco and the Princess Isabel
Boulevard welcomed in 1989 on the sands of Copacabana Beach. Ten
minutes before midnight a tragedy was about to occur. More than the
réveillon, that feast resulted in one of the most moving situations on the
carioca coast. One hour and 20 minutes after the pleasure boat Bateau
Mouche 1V left the pier, in the restaurant Sol ¢ Mar, in Botafogo, it sank
entering the Guanabara Bay. Fifty-five people lost their lives. With ca-
pacity for just 62 passengers, the boat was overcrowded, with 142 people
onboard. It went on with the tour, even after the Harbourmaster attempted
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to interrupt the trip. It was listing too much, on a rough sea, with waves
up to two meters high. The boat came back to the pier, but left again
quickly, at 10:30 p.m. The Bateau Mouche sank about 1 km from Praia
Vermelha (Red Beach), where the sea was 22 meters deep. Some fisher-
men from Jurujuba, Niteroi, working on a trawler, were the first to notice
that the boat was going to sink. They were able to rescue at least 30 people
from the sea. The investigation after the tragedy found many claims for
negligence:

— Against the owners of the Sol e Mar, also owners of the boat;
— Against Itatiaia Tourism, organizer of the tour;
— Against the Harbourmaster, for allowing the trip to go on;

— Against the Government of the Rio de Janeiro State, for the lack of
inspection and control; and even

— Against the passengers who were competing for space on one side of
the boat to see the fireworks in Copacabana, causing the boat to list.

After listening carefully to all the facts of the case, you make your con-
siderations. Who was effectively to blame for the accident? What would
you say to the public?

Questions for discussion — Case 3

1. In a large company, who has responsibility for problems that are the
result of bad or negligent managerial decisions?

2. When a disaster occurs, how much information does the public have
the right to know?

3. How should a company act to gain public forgiveness for in the
aftermath of such disaster?

The three short cases demonstrate aspects of the Brazilian business cul-
ture. They indicate how autonomy, together with resources, cause officers
to change their attitudes towards the law, in return for personal gain.
Even today, business leaders seem to influence Government and society
very deeply.

Looking for effective solutions, the three Questions for Discussion
raised a new one: How does an ethical company survive?
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Part 2
3. Successful large corporations and their responsible leaders

The second part of the workshop focused on Ethics and Culture. A short
case described the success of Braskem, a large Brazilian multinational
company that produces oil and chemical products, looking at the back-
ground and dilemmas of Mr Musa’s decision-making processes. The ob-
jective of this exercise was to notice what one can learn from responsible
leaders.

3.1 Case 4: Braskem

This large corporation had a long history of ethical behaviour and good
economic results. When a few top managers became involved in corrup-
tion, the company’s reputation became severely damaged. Some Board
members, committed to ethics and responsibility, decided to hire a young
director with good experience of ethics and compliance, and start the
correction needed. An entire program was developed, and the organiza-
tion is now regaining its good image in all plants throughout the world.
Braskem is a Sdo Paulo-based company owned by two very large Brazil-
ian corporations: Odebrecht, a civil engineering company, and Petrobras,
a state-owned oil company. The “client is king” was the marketing strategy
used to satisfy the Government client, as the clients’ happiness seemed to
be the most important rule.

Nevertheless, corruption was the tool being used. All manner of alle-
gations was directed at Braskem, in different countries where it operated.
Some irresponsible top managers were arrested, and others are still under
investigation. As a responsible reaction, a good compliance program was
launched, and the rules were clear. The company is now perceived as a
good place to work. How should one run a company blighted by corrup-
tion?

A former McKinsey consultant with an MBA, Fernando Musa says he
only knew what it meant when he became the chief executive at Braskem,
following the turmoil of a corruption scandal. What lessons learned were?
Mr Musa says: “Don’t let the crisis overwhelm your day-to-day opera-
tions. You have clients, suppliers; you have to keep concentrating on the
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business” (Leahy 2018). Braskem had to pay USS$1billion for corruption.
Mr Musa commented: “It is a heavy penalty because we did things that
warrant a heavy penalty...The important thing is that this will not happen
again.” Braskem’s reputation was damaged due to its participation in the
biggest Brazilian political bribery scandal known as Lava Jato (Car Wash),
with Odebrecht, its controlling shareholder. From 2012 to 2016, Mr Musa
was the Group’s Head of Operations in Europe and North America, a
period in which the group grew by around 200%. He was not involved in
the corruption scandal, a good reason for the Board to promote him to
CEO, with the responsibility of managing the crisis and restoring the
confidence of investors. His moral and personal qualifications and his
consulting experience enabled him to create a positive impression and
gain the good will of banks, business partners, customers and employees:
“Here I went from floor to floor. I made it clear that there were things I
could not share (because of the investigation). The message was to stay
focused on what is important: attend to your customers, run the plants
productively, create new products” (Leahy 2018).

Based upon Mr Musa’s responsible leadership, Braskem revised its
governance, hiring independent auditors with the approval of regulators,
as one of its ethics and compliance initiatives. Also, the number of inde-
pendent board members increased from six to eleven. The former execu-
tives and agents involved in corruption soon left the company. Only one
member of the previous board remained active. Asked about a leadership
hero, Mr Fernando Musa referred to his father, Mr Edson Vaz Musa, one
of the most prestigious global executives in Brazil in the 1980s and
1990s, CEO of Rhodia, the French multinational chemical group. Asked
about leadership lessons learned, Mr Musa emphasizes a few aspects. A
leader should not give orders, as his example and clear purpose encour-
ages correct behaviour. The head of compliance should answer directly to
the board, and not to the legal department, as had been the case previous-
ly. The thousands of suppliers and service providers became aware of a
global settlement. These and other initiatives indicated that the company’s
ethical and responsible standards were effective. Mr Musa’s leadership
reputation was strong within and outside Brazil.
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Questions for discussion — Case 4

1. Is success a guarantee that a large company is free from corruption,
relying on its strong image in the market?

2. What characteristics does an executive need in order to lead — and
change — large companies with unethical or less responsible back-
grounds?

3. Do ethics and compliance programs support a responsible climate in
an organization?

4. Are they enough to provide useful tools for board members to make
decisions?

Part 3
4. Social responsibility

Using a mini case, the workshop briefly discussed a possible theoretical
background to Responsibility and Leadership, trying to understand if the
concepts can — still or again? — assure an ethical impact of business on
society.

4.1 Case 5: The Sé Square case —
drug abuse by street children in Sdo Paulo

The CEO Manuel Silva faces a serious problem: The most profitable
product of his company, Sapacol, is a drug consumed by street children
at Sé Square in downtown Sdo Paulo. The company’s reputation is at risk
from a social responsibility perspective.

The case

Manuel Silva, CEO of the Amazon Sticker S/A, was facing a serious
problem. Could the company go on producing Sapacol, its most profitable
shoe glue and, at the same time, maintain its reputation for social respon-
sibility? The Amazon executives knew about the substance abuse when
the Sao Paulo newspapers published articles about street children being
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arrested for being high after inhaling shoe glue. Most children, orphans
or runaways from home, lived in the worst slums of the largest cities
where they could barely survive as beggars. Sapacol, an easily available
shoe glue, was the substance that these children chose, due to its low
price and hallucinogenic qualities. The glue created high dependency and
immediate sensations of pride, greatness and power. At the same time,
this glue caused irreversible damage to the liver and brain, when inhaled
for a long time. Children who used other substances, together with
Sapacol, were nicknamed Sapacoleiros, a name that became synonymous
with street children, even if they were not involved with the drug.

Sapacol was exported to countries that use it in leather and woodcraft,
as well as shoes, airplanes and rubber adhesive cement manufacturing.
Mr Manuel Silva, CEO of the Amazon Sticker S/A, was shocked when
the international press pointed out the double effect of Sapacol. The
product was being inappropriately inhaled by street children. Customers
from developed countries soon suspended their sales orders, asking for a
solution. How could a company such as Amazon Sticker, that claims to
have a social conscience, keep selling Sapacol, literally burning children’s
brains in downtown Sdo Paulo? Mr Silva discussed three alternatives
with his executives:

Adding allyl isothiocyanate, a mustard oil so strong that no-one would
tolerate sniffing it.

Adding water, which would have an impact on the product efficiency.

Maintaining the formula as it is, because the company is not responsible
for social problems.

Questions for discussion — Case 5

1. Is a company responsible for the incorrect or dangerous use of its
product?

2. To what extent must a company deal with social problems in devel-
oping countries?

3. Does a company have a moral obligation to challenge the laws if
they do not comply with public interest?
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This case, as well as the other three, are snapshots of responsible leader-
ship in Brazil. Profound changes are happening continuously throughout
the country. Does the nation lack historic competence to assure the ac-
cess of its citizens to fundamental rights such as health, education and
shelter? This question leads to the development of a conscience about the
role of responsible leaders and the participation of the companies in the
process of social well-being. Independently of social class, public opinion
seems to support business initiatives to promote social actions. Business
Ethics and Social Responsibility point to the influence on collective
behaviour.

In all cases, the personal and institutional images, the impact on per-
sonal lives, families and consumers indicate the importance of the rela-
tionship between Responsible Leadership and society. The intention of
discussing these brief case studies during the workshop on Responsibility
and Leadership was to understand whether the concepts can — still or
again? — assure an ethical impact of business on society.
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Leadership Education
for Sustainability

Ana Carolina Aguiar, Fernanda C. Carreira
and Mario Monzoni

“Our fate is obviously exceptional in relation to animals, including the
primates we domesticate, reduce, suppress and put in cages; we were
the ones who built cities of stone and steel, invented machines, created
poems and symphonies, sailed into space; how could we not believe that,
although coming from nature, we have not become extra natural and
supernatural? Since Descartes we think and act against nature, certain
that our mission is to dominate, subjugate, conquer it ... although all
men come from the same species, homo sapiens, this common trait of
nature continues to be denied to man by man, who does not recognize
his fellow man abroad (diverse), or who monopolizes the full quality
of man.” (Morin 2000: 3f.)

1. Introduction

While the sustainable development agenda has been more legitimated
within business contexts, engaging with social and environmental issues
still challenges dominant discourses of shareholder value and economic
growth. After two centuries of industrialization, globalization and un-
precedented technological developments, we have not only marked our
control over nature but we have grown by using its resources unsustain-
ably. This takes us to what is known as the sustainability paradox: “our
dominant approach to wealth creation degrades both the ecological
systems and the social relationships upon which their very survival
depends” (Kurucz, Colbert & Marcus 2013: 437). Massive exploration of
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fossil fuels and other non-renewable resources, destruction of forest and
ocean biodiversity, air and water pollution, increasing inequality, labour
exploitation and other unsustainable practices have put organizations and
so-called “business as usual” at the heart of sustainable development
challenges. Furthermore, some authors argue that organizational changes
toward more sustainable or responsible practices depend on the education
provided to future business graduates (Groschl & Gabaldon 2018: 185),
highlighting the importance to the debate of business schools’ own prac-
tices and perspectives. Thus, to avoid “education as usual” leading to
“business as usual”, it is important to think about education in general
and management education, in particular, from the perspective of its own
paradigmatic challenges.

Against this background, this essay aims at exploring the following
questions: What is sustainability and how can management and organiza-
tions, known as significant factors in sustainable development challenges,
be part of the solution? What are the roles and challenges of leadership
within this context? What can be understood as leadership for sustain-
ability and how does this relate to the concept of Transcultural Leader-
ship? Finally, what is the role of business schools in educating future
generations of leaders towards more sustainable actions and decisions?
After a brief literature review of these topics, whose objective is to con-
textualize our perspective concerning these questions, we will present the
key elements of the methodology ‘Integrated Education for Sustainability’
(IES), developed by the Center for Sustainability Studies at FGV-EAESP,
Brazil. This methodology has been practiced since 2009 and is geared
towards the Principles of Responsible Management (PRME). Based on
transdisciplinary principles, the methodology combines concepts and
experiences aimed at promoting the integral development of participants,
which includes formal, experiential and sensitive aspects of knowledge
creation and expression, as well as reflexivity' on their relationships with
themselves, others and the world around them. Finally, we will contrast
our methodology with the concept of Transcultural Leadership, based on
a shared experience promoted by the Center for Sustainability Studies at
FGV-EAESP and Zeppelin University — an immersive course named

! According to Ann Cunliffe, the term reflexivity means “questioning what we, and
others, might be taking for granted — what is being said and not said — and examining
the impact this has or might have” (Cunliffe 2016: 741).
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“Tapajos: a Transcultural Experience”, that took place in July 2019, in-
volving ten Brazilian students from FGV and five German students from
Zeppelin.

2. What is sustainability?

Initially defined in the 1980s as ‘economic development that does not
impinge on the social, environmental and financial prospects of future
generations’ (United Nations 1987), sustainability has since been at the
core of theoretical debate (Veiga 2010), and has become a vast field in-
volving different professional backgrounds, and driving contemporary
organizational practice. At the centre of this debate, we can find contem-
porary organizations and the icons of economic and technological devel-
opment. The central challenge is that such development comes at a high
cost: massive and unsustainable exploitation of limited natural resources
and labour exploitation that does not incorporate environmental and so-
cial externalities into business costs. In other words: who pays the “busi-
ness as usual” bills?

From an initial focus on environmental conservation, the field has
now developed to a broader understanding that sustainability is not just
about the natural environment, but also about human values, social rela-
tions and identity (Allen, Cunliffe & Easterby-Smith 2019). As a shared
global agenda, the 17 Sustainable Development Goals (SDGs) proposed
by the United Nations in 2015 have provided guidelines and targets for
both nations and organizations that include the issues of poverty, food,
health, education, gender equality, water, energy, economy, infrastructure,
inequality, habitation, consumption, climate change, marine ecosystems,
ecosystems, and institutions for peace.

Such a vast agenda needs to be positioned against a backdrop of, and
fundamental debate on, the relationship between business, society and
nature. Marcus, Kurucz and Colbert (2010) present this relationship from
three perspectives, each sustaining different implicit and explicit assump-
tions which, in turn, influence our individual and institutional practices:
(i) the disparate view (an externalizing perspective): based on classical
economic theory, this perspective understands business, society and nature
as totally distinct domains that interact by means of transactions; such
transactions are rooted in individual self-interest decisions and the largely
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accepted assumption that development is derived from individuals’,
firms’, industries’ and/or nations’ economic growth — nature and society
are resources used to this end; fragmentation prevails and the externali-
ties of these transactions (effects of business on society and nature that
are not embodied in market transactions) become something to be dealt
with by “others”, either government (regulation, taxes, compliance) or civil
society (philanthropy); (ii) the intertwined view (a relating perspective):
here business, society and nature are understood as being inter-related
and connected with mutual influence so their interests should be balanced
and pursued simultaneously where they overlap; this perspective is also
referred to as the “triple-bottom-line approach” (Elkington 1998) and was
initially defined as the focus on “economic prosperity, environmental
quality and social justice” (ibid.: 2). The vast field of Corporate Social
Responsibility (CSR) is derived from this approach and has largely influ-
enced companies in pursuing a stakeholder perspective (Freeman 1984),
where not only the shareholder’s interest in economic growth is attended
to, but also the interests of groups that affect, and are affected by, the
firm’s activities. The challenges of such a perspective is that, by overlap-
ping business, society and nature as three circles of the same size, it does
not consider the systemic limits of our finite natural resources; it portrays
each domain as having a significant space or area of its own and no “value
order” — this, in practice, may end up reinforcing the disparate view, with
the interests of business being prioritized with few incremental benefits to
social and environmental domains; (iii) the embedded view (a reorganiz-
ing perspective). here business, society, and nature are “innately inter-
related”, portrayed as concentric circles — business exists within society,
and society within the broader natural environment; therefore, these do-
mains are not comparable but “nested” within each other. Even though it
is difficult to locate where each domain begins and ends, this perspective
helps us understand that, as a social invention, organizations do not sus-
tain themselves outside society (they are created, maintained and trans-
formed by collective human purpose) just as human society does not sus-
tain itself outside nature (planet Earth is still our only home). Thus, to put
business at the centre here does not indicate its higher importance but its
higher dependency; it means recognising that nature has existed much
longer than human civilization and may continue to exist without us. At
the same time, it does not mean denying a “business case” but dislocating
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it from a command-control perspective and establishing a broader and
more integrated context within which that case can be considered.

The reflection on how we perceive, and therefore enact, the relationship
between business, society and nature is a fundamental part of any discus-
sion and proposition regarding management/leadership practices and edu-
cation for sustainability. One’s own ideas of ‘management’ of the natural
environment and ‘human resources’ assume that these domains are exter-
nal to us and somehow manageable by us. To some extent, they are. And
indeed, a large number of technological advances have been accomplished
by and through businesses, especially in the last century, under a disparate
perspective. But with what consequences? And for whom? Our global
challenges and recent crises have presented us with evidence that “man-
agement carries with its decisions an important (positive or negative) so-
cial impact [so] management is a profession that has to do with the common
public good” (Rasche & Escudero 2009). Thus, providing the sense of res-
ponsibility in the decision-making processes of future leaders and profes-
sionals must be a central concern in business education. The movement
from the disparate view of the business-society-nature relationship to the
intertwined view is already a remark on providing a new lens with which to
view more sustainable businesses, but the most recent debate on the field
calls for even more disruptive perspectives, such as the embedded view.

Building on such a perspective, Allen, Cunliffe & Easterby-Smith (2019)
present the idea of “ecocentrism” where humans are connected with rather
than predominant over nature, having as a key element the idea that “the
environment, communities and people shape each other in mutually
defining ways as they interact in lived experience” (ibid.: 789 — our em-
phasis). To consider the “lived experience” of our reality implies under-
standing that events, actions and meanings are fluid, contextualized and
occur under “mutual agency” in the relationships between us, others and
the world around us. Such relational ontology challenges our dominant
centrality in generalized solutions or competences as well as individual-
ized ‘heroic’ approaches to organizations and individuals. Within this
perspective, sustainability has to do with our capacity for overcoming the
primacy of fragmented, individualized and idealistic forms of perceiving,
knowing, managing, leading and ultimately living our realities. This im-
plies: (i) recognizing the interdependencies, paradoxes and contradictions
(that is, the complexity) of which we are part; (ii) being more open to the
different perspectives and interests shaping our realities; (iii) being more
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reflective on the possible consequences of our individual and collective
choices; (iv) and finding ways of responsibly connecting and navigating
our way through the physical and social worlds, the local and global, the
specific and the generalized, the scientific and the traditional and so forth
(Kurucz, Colbert & Marcus 2014).

3. Leadership for sustainability

The choice of engaging with social and environmental issues, challeng-
ing the dominant and privileged perspectives of shareholder value and
economic growth places many sustainability professionals “in a contra-
dictory space, in which their position within organizations is produced
by, and consists of, conflicting discourses, which they need to negotiate
in managing themselves and others” (Wright, Nyberg & Grant 2012: 1452).
Regardless of leadership positions, such conflicting situations include the
way sustainability professionals have to develop ways of shaping the
meaning of social issues by translating to public audiences their private
understandings (Sonenshein 2006); access and have to persuasively make
their case to different corporate, governmental, media and public stake-
holders, who present conflicting perspectives and interests (Banerjee
2011); struggle to balance passion and a desire to urgently ‘transform’
the world (Conklin 2012) with tempered ideals when dealing with super-
visors or external stakeholders (Wright & Nyberg 2012); engage in self-
evaluations that generate self-doubt that may, on the one hand, increase
levels of anxiety and burnout but, on the other, foster individuals’ actions
in advancing a social agenda inside organizations and beyond (Sonen-
shein et al. 2014) and face conflicts with their personal lives, expressing
disengagement and acknowledging the limits of the ‘committed activist’
identity when trying to ‘live sustainably’ in a society based on over-
consumption (Wright, Nyberg & Grant 2012).

When it comes to the leadership literature, the concept of leadership
for sustainability seems to be a source of disagreement and confusion
(Metcalf & Benn 2013). Part of this confusion can be attributed to the
fact that the field of sustainability has been at the heart of theoretical de-
bate as presented above. Usually marked by paradoxes, contradictions,
interdependencies, different perspectives and interests, sustainability does
not seem to fit into any single orientation or approach to leadership. Per-
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sonal and institutional elements — values, motivations, behaviour, ethical
standards, structures, processes and indicators — seem to be important
when it comes to dealing with complex problems. Finally, some authors
argue that leadership for sustainability challenges fundamental assump-
tions about who counts as a leader Ferdig (2007), since what it takes to
foster sustainable conditions in organizations and communities may some-
times be more constrained than enabled by formal leadership positions.

Some scholars relate leadership with Corporate Social Responsibility
practices at institutional level (structures, processes, indicators etc), pro-
posing that sustainable development initiatives should be integrated into
business strategy, meaning more than a matter of public relations and
having leaders champion this process with a system of incentives and
indicators that show if and how sustainability is integrated into the organ-
izational practice (Székely & Knirsch 2006); or the existence of corpo-
rate governance processes that include a board or senior management
committee to guide and monitor sustainability strategy; publication of a
corporate policy and monitoring process; and disclosure of the relation-
ship between remuneration and sustainability performance (Klettner,
Clarke & Boersma 2014).

Other scholars focus on what constitutes a leader for sustainability in
terms of this leader’s characteristics and behaviour. Here, the same
struggle related to personal values and motives versus organizational
objectives is revealed. The study by Angus-Leppan, Metcalf and Benn
(2010), for example, indicates that rather than a single form of CSR, two
forms co-exist that have different and conflicting leadership styles related
to each form: an explicit form that includes the publicity and formaliza-
tion of CSR and organizational values and that is related to an autocratic
leadership style and public relations and an implicit form of CSR that
includes discussions and ethical issues that is not necessarily reported
and is related to an authentic/emergent leadership style. According to the
authors, leaders experience these systems in conflicting ways, making it
difficult to categorize such a complex concept as CSR into specific frames
of leadership. Following the same theme, Waldman and Siegel (2008)
argue that, while leadership values occur at the individual level, organiza-
tional performance is the result of contextualized and complex elements.
This means that leaders who design and implement CSR initiatives have
different drivers that influence their actions: instrumental behaviour (ra-
tional and calculative, developing sustainability practices in opportunistic
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ways) and personal motives and values (aligning sustainability practices
with a sense of purpose, meaning, and identity). The authors suggest that
a balance should exist between instrumentality and intuition, suggesting
new theories to be developed about this.

Maak and Pless (2006), on the other hand, places the topic under the
emergent concept of Responsible Leadership, which they define as “a
social-relational and ethical phenomenon that occurs in social processes
of interaction [with multiple stakeholders inside and outside the firm]”
(ibid.: 99). Here, a shift in perspective occurs from the “big ego’’ type of
leader who is still at the heart of much of the leadership literature to a
“networker and mediator who engages him/herself among equals (...) a
versatile leader with social and ethical intelligence” (Maak 2007: 340).
According to such a perspective, being a leader in today’s global, complex,
uncertain and interconnected environment requires a sense of purpose
— in order to navigate such “uneven waters” — and an effort for building
legitimacy and trust — in the face of recent and repeated ethical scandals
and environmental disasters. This includes not only values, but behaviour
that reveals moral and relational qualities of leaders (Maak & Pless:
2006): a “relational intelligence” that allows them “to integrate people
with different styles and cultural backgrounds into teams, include differ-
ent voices into the dialogue, understand issues from different perspectives,
solve conflicts of interest with different people, reconcile intercultural
and interpersonal dilemmas” (ibid.: 105).

On a similar note, Metcalf and Benn (2013) suggests that the concept
of Leadership for Sustainability has been a source of disparate findings
and confusion because both leadership and sustainability are, by their
very nature, essentially complex phenomena. They argue that leadership
for sustainability requires leaders who can “read and predict through
complexity, think through complex problems, engage groups in dynamic
adaptive organizational change and have the emotional intelligence to
adaptively engage with their own emotions associated with complex
problem solving.” (ibid.: 381) The ability to “navigate” through complex
environments, however, is understood by the authors as being “an element
of complex problem solving that we are still endeavouring to describe”
(ibid.). To Ferdig (2007), complex elements such as contradictions, para-
doxes and differing viewpoints are characteristics of a healthy system. And
the long-term viability of such interconnected living systems depends on
the capability to ‘lead with’ rather than ‘over’ others. Sustainability
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Leadership, then, challenges the usual assumptions about who counts as a
leader: rather than formally designated positions to lead for sustainability
requires an emerging consciousness that implies changing itself in the
process of striking a balance among and between simultaneous, and often
contradictory, demands as well as taking responsibility for creating more
sustainable conditions in communities and workplaces, “grounded in a
personal ethic that reaches beyond self-interest (...). Instead of looking to
others for guidance and solutions, we are called [upon] to look to the
leader within ourselves” (ibid.: 25 f.).

Within the relational approach to leadership, Wieland and Montecinos
(2019) present the concepts of transcultural competence and transcultural
leadership style. Even though they do not relate these concepts to Leader-
ship for Sustainability directly, many common premises can be found and
should be pointed out for the purposes of this essay.

The transculturality approach is based on the fundamental observation
that “in a global world, collaboration for mutual benefit can only succeed
if people with a diverse background actually cooperate.” (ibid.: 10) But
such diversity does not have, as its starting point, national cultures but
rather transactions — or concrete cooperation projects — that involve dif-
ferent players or stakeholders who come together for a common purpose.
Their differences can be found, for instance, in regional, industry, profes-
sional, corporate, generational or gender-cultural aspects — different levels
of cultural affiliation. On this basis, transculturality is not about concilia-
tion or reconciliation of differences, but about recognition and acceptance
of these differences accomplished by non-normative and non-judgmental
attitudes (such as empathy, openness, and inclusive rationality) and the
capacity to create shared meanings and mutuality. Such capabilities are
not expected to be a kind of abstract “universal ethos”, but a reflection of
“thick descriptions of values that are always temporary and local” (ibid.:
13). This means that heterogeneity, contradictions and value conflicts will
remain, but a concrete common project associated with a non-normative
attitude from the stakeholders involved will allow mutual learning and
cooperation to emerge. Such a dynamic and continuous process of adap-
tation allows both personal development and private/public value creation,
since the common project may reduce transaction costs and promote sys-
temic innovation.

As for the term transcultural leadership, Wieland (2019) discusses
transculturality as a leadership style defined as: “the competence to de-
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velop social interactions that are significantly characterized by cultural
diversity in such a way that they produce mutual advantages for all stake-
holders: values, motivations or objectives accepted by all” (ibid.: 34).
The power of such a leadership style would not be the product of hierar-
chical positions or autocratic behaviour but the results of social relation-
ships — thus, transcultural leadership could be located in all levels of an
organization and assigned to different people, depending on the context.
As for the values that characterize this style, the author lists the following
examples: to strive for mutual benefits; to look for practical and creative
solutions in a mindful way; to avoid premature judging; to listen careful-
ly; to settle conflicts thoughtfully; to keep promises; to establish long-
term partnerships; to act with integrity, respect and fairness; to treat others
as you would wish to be treated.

The transcultural approach seems to relate to the concepts of Respon-
sible Leadership and Leadership for Sustainability in the following aspects:
all these concepts recognize the complexity of our social realities, marked
by differences, contradictions paradoxes and uncertainties, and the need
for common purpose, shared values and collaboration. Instead of propos-
ing ideal forms of overcoming or eliminating differences, or reaching uni-
versal ethical standards, these perspectives share the common premise of
“navigating” through complexity. This means that context matters and that
relationships matter. Leaders, then, are no longer expected to be ‘big he-
roes’ with all the answers, but good listeners, mediators who know their
own potential and dilemmas, but who are able to set aside self-interest and
judgement, open to other perspectives and therefore to new possibilities
of mutuality and common achievements. This is a fundamental shift when
it comes to sustainability challenges, given the embedded or ecocentric
view presented in the first part of this essay. If we need to revise the rela-
tionship between business, society and nature, understanding that business
is a dependent part of a larger whole and should not exist over, but within,
society and nature, organizational leadership should follow the same per-
spective: a leader is part of a larger whole (that may be a project, a firm, a
community and so forth) and should not act over but with others to whom
they are relating. To help develop such leaders for sustainability, regard-
less of formal leadership positions, is our main purpose with the Integrated
Education for Sustainability methodology that will be presented in the
next section.
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4. Leadership education for sustainability:
an integrated perspective

Education for Sustainability has emerged as a field where efforts go be-
yond theoretical or technical debate on sustainable development issues —
which would constitute an Education about Sustainability approach. For
Gadotti (2008), Education for Sustainability refers to the efforts of pro-
moting changes in individuals’ attitudes, perspectives and values. As part
of the United Nations’ efforts to bring organizations into the sustainable
development agenda, the Principles for Responsible Management Educa-
tion (PRME) was launched by the UN in 2007 to encourage business
schools to change or adapt their curricula, methods and practices towards
social responsibility, ethics and sustainability. Since then, PRME has
been considered a “wave of change” in management education, enabled
in part by the prior debate on business ethics, CSR, and sustainability.
These interconnected fields emerged in response to the globalization of
business and related crises (environmental, social and economic) and put
together a “corporate responsibility infrastructure” with new codes of con-
duct, standards, practices and procedures such as the Global Compact;
ISO 26000; Global Reporting Initiative; NGOs’ advocacy movements;
business school accreditation etc (Forray & Leigh 2012). PRME is also
considered to be a space for experimentation and innovation since it im-
plies voluntary commitment and self-regulation, not certification/accredi-
tation based on pre-defined practices and standards — signatory schools
can rethink what is being taught in their curriculum, but also question
their own fundamentals (Rasche & Escudero 2009). Such changes include
faculty support; curriculum configurations supporting PRME; course de-
sign; pedagogical tools; the role of the hidden curriculum of management
education; bottom-up approaches and others. On the other hand, some
scholars indicate that PRME has not had the desired impact and little
work has been done to assess the impact on students (Carteron, Haynes &
Murray 2014; Perry & Winn 2013). And while integrated and interdisci-
plinary approaches to research and education in sustainability, responsibil-
ity and ethics have been called for, little progress has been made on these
issues (Burchell, Kennedy & Murray 2015; Laasch & Moosmayer 2015).
Reflections on deeper change go hand in hand with those already pre-
sented in this essay: the need to overcome the primacy of fragmented,
individualized and idealistic forms of perceiving, knowing, managing,
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leading and, in the context of education, teaching and learning. What does
it mean then to promote a business education process that recognizes and
helps students deal with the interdependencies, paradoxes and contradic-
tions (that is, the complexity) of which we are part? Scholars in the field
suggest that this can be accomplished by the integration of ethics, CSR
and sustainability into a multi-level perspective in management educa-
tion, combining coherent actions at institutional, curricular and instru-
mental level (Set6-Pamies & Papaoikonomou 2016); the understanding
of management education as a progressive educative practice that allows
“single-loop learning” (improving within the rules of the game, “double-
loop learning” (questioning the rules of the game — are we doing the right
things?”, and “triple-loop learning (questioning the game itself — “how do
we decide what is right?””) (Kurucz, Colbert & Marcus 2014); the integra-
tion of reflexivity into management education: questioning what we and
others might be taking for granted, and exposing contradictions, doubts,
dilemmas and possibilities — within ourselves (self-reflexivity), and in
relation to the world around us (critical-reflexivity) (Cunliffe 2002; Allen,
Cunliffe & Easterby-Smith 2017); the integration of transdisciplinary
principles and hermeneutics into management education: integrating dif-
ferent modes of thinking, imagining and feeling through conditions that
enable cognitive knowledge (abstract representations), embodied knowl-
edge (feelings, intuition, imagination), and enacted knowledge (experience
and know-how) to be combined (Dieleman 2017; Groschl & Gabaldon
2018).

Within this context, the Center for Sustainability Studies at FGV-EAESP
developed a methodology called Integrated Education for Sustainability
(IES) in 2009, as the school was becoming a PRME signatory. As pre-
sented elsewhere (Aguiar, Carreira, Gées & Monzoni 2016; Cunliffe,
Aguiar, Gées & Carreira 2020), IES adopts an embedded and ecocentric
perspective and is based on transdisciplinary principles that help students
to perceive reality in all its complexity and to become more sensitive to
their relationships with themselves, others, and the whole. To do so, IES
programs are designed to combine three sources of learning (formal,
experiential and sensitive), with three dimensions of reflexive learning
(individual or self-reflexivity, group or dialogic reflexivity, and whole or
radical-reflexivity) as indicated in Figure 1.
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Figure 1: Reflexivity and transdisciplinarity in the integrated education
for sustainability programme
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Source: Extracted from Cunliffe, Aguiar, Gées & Carreira (2020).

The individual dimension of learning puts students in relation to them-
selves and the world around them. Through artistic, physical and contem-
plative activities, students are encouraged to perceive and interpret their
own assumptions, ways of thinking, acting and relating (self-reflexive
questioning). The group dimension refers to students’ relationships with
others (within the group and outside). Through debriefings and dialogue
sessions, as well as social activities, students are encouraged to perceive
how different perspectives, cultural meanings and identities are always in
construction through relationships and language (dialogic reflexivity). The
whole dimension refers to students’ relationships to natural, cultural and
social environments. Activities and projects involving organizational chal-
lenges encourage students to understand how one shapes, and is shaped by,
institutional social-economic and macro-political contexts (radical reflexi-
vity). As for the sources of learning, formal learning refers to theories
and concepts (lectures, readings, papers, case studies) that help to make
sense of and integrate lived experience into representations. Experiential
learning refers to concrete experiences (games, role-plays, projects and
field trips), helping students construct meaning through practice. Finally,
sensitive learning deals with emotions, imagination and subjective per-
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ceptions and impressions through physical, artistic and contemplation
activities. (Cunliffe et al. 2020)

Together, these dimensions help create the necessary conditions for
ecocentrism and, depending on the course/program developed, key for-
mats are put into practice. They are:

— Integrated Education for Sustainability Course, based on two pillars:
the Reference Project — a group challenge related to a real and complex
sustainability issue with a practical and multi-stakeholder contribution
and the Self Project — activities and practices that seek to expand stu-
dents’ perception of themselves, others and reality in an embedded
perspective.

— Thematic courses: immersive courses as well as two- to four-month
courses exploring key sustainability issues in transdisciplinary and re-
flexive ways, such as climate change, local development, sustainable
cities, ecosystem services and others;

— Sustainability in the field: immersive courses based on ecocentric
principles in which students spend four to six days in a given Brazilian
territory (in the Amazon or Atlantic Forest regions, for instance), ex-
periencing different aspects of sustainability by interacting with and
questioning members of public, private and non-governmental organi-
zations, and local community members in the field;

Table 1 summarizes the different courses/programs and initiatives at
EAESP FGV based on IES methodology and its key formats.

Table 1. different courses/programs and initiative ate EAESP FGV based
on IES methodology and its key formats

Students Course/program Issues Covered
profile
Undergrad Integrated Education for Reference projects in topics
Level Sustainability such as:
= Four-month elective discipline = Large-scale infrastructure
offered to students in Business investments in Amazon

Administration, Public Administra- | « Waste

tion, Economics and Law Schools; | . Conservation and manage-

= Launched in 2009, this course has ment of protected areas

reached approximately 360 students; | . Gender e quality
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= Based on Reference Projects pro-
posed by faculty and developed by
students in contact with different
stakeholders.

* Food deserts
= Fashion value chain

= Climate change and
financial markets

Immersive thematic courses
* One-week immersive courses

= Launched in 2017, these courses
have reached more than 300 students

= Agenda2030 and the sus-
tainable development goals

= Water
= Sustainable cities

= Sustainability and capital
markets

Sustainability in the field

* One-week experience in a given
Brazilian territory to discuss the
concept of sustainable development
in contact with different realities
and stakeholders (from private, pub-
lic and non-governmental sectors)

* Amazon territory
= Atlantic Forest territory

Graduate Sustainability Professional Master

Level = Eighteen-month program offered
to senior managers from different
areas combining thematic courses,
IES pillars and sustainability in the
field experience;

= Launched in 2016, this program
has reached approximately
110 students;

Reference projects in topics
such as:

= Climate change and
return on investment

= Gender equality

= Refugees inclusion

= Corruption

= Local development (Ama-
zon communities’ case)

= Product life cycle

International | Sustainability Expeditions
partnerships | « One-week experience in a given
Brazilian territory to discuss the
concept of sustainable develop-
ment in contact with different
realities and stakeholders

(from private, public and
non-governmental sectors)

FGYV Professional Master

for International

Management (CEMs)

= Sustainable Development
in the Atlantic Forest
territory

FGYV and Zeppelin Univer-

sity Tapajos: a transcultural

expedition

= Sustainable Development
and Transcultural Leader-
ship in the Amazon terri-

tory.

Source: Own representation.
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Even though transculturality was not a premise for the development of
the Integrated Education for Sustainability methodology, we can relate
some of the program’s elements to this concept. First, we have diversity
as a premise, understanding that different perspectives must exist for stu-
dents to practice the relational abilities needed to lead for sustainability.
Given the profile of applicants, we combine students from the most diverse
backgrounds possible (gender, age, professional and academic back-
ground etc). Differences are welcome and through “relational etiquette”
we exercise listening and self-positioning abilities, presence and investi-
gation spirit. Also, the reference projects (available on our longer pro-
grams) bring students together to develop a contribution to real sustain-
ability problems that are the starting point of new shared meaning and
collaboration. In the case of shorter programs (such as one-week immer-
sion courses) the field trip works as a common project — since being to-
gether for six days allows differences and commonalities to emerge.
Finally, contact with different stakeholders — on both reference projects
and field trips —allows students to practice transcultural competences.

5. Final considerations

Engaging in and promoting sustainable development, or economic growth
that does not erode our social and environmental relationships, challenges
fundamental assumptions about the way we do business. The relationship
between business, society and nature should be revised from a disparate
(separated) to an embedded (ecocentric and integrated) perspective. In
this transition, dominant and privileged discourses of shareholder value
are challenged by a multi-stakeholder perspective, in which different
voices and perspectives should be considered equally, in order to recon-
cile relational, and often ethical, dilemmas. Professional identity is chal-
lenged as sustainability professionals struggle between personal values
and conflicting institutional objectives. In a similar way, leadership styles
are challenged and, more fundamentally, the idea of a “big hero” leader
is questioned. What does it mean to lead for sustainability? Such a com-
plex question may not be answered by any approach that reduces and
fragments leadership to single categories, such as specific traits or behav-
iour. A more integrated, contextualized and relational perspective seems
more coherent to the type of challenge such leadership efforts are facing
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today. And even though little has been agreed about this concept, differ-
ent scholars agree that Leadership for Sustainability involves a relational
intelligence in which context, openness and dialogue matter, so one can
navigate responsibly and responsively through uncertainty, diversity, con-
tradictions and conflicts (inherent aspects of complex living systems). In
this sense, Transcultural Competence and Transcultural Leadership con-
verge with the ideas of Leadership and Education for Sustainability as it
acknowledges several levels of cultural diversity (it is a multi-stakeholder
perspective), proposes ways of finding commonalities despite the differ-
ences (acknowledges conflicts as being inherent to complex realities),
and recognizes leadership as a role — but not necessarily a position — that
requires non-normative and non-judgmental attitudes, with values of in-
tegrity, respect and empathy being essential for an ecocentric perspective.
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and Business Practice






Transcultural Cooperation —
The Example of Zeppelin

Peter Gerstmann and Ricardo Borges dos Santos

1. Introduction

This article describes the transcultural identification and cooperative
work between a European corporation and its subsidiary in Sao Paulo,
Brazil. The historical development and business results delivered by their
joint work show that the identification of every employee worldwide
with a company’s strong corporate values and a definite commitment to
these values are a solid basis for successful cooperation. The focus on
cultural differences is replaced by a focus on cultural commonalities to
leverage success stories, not only internally between subsidiaries, but
also between a subsidiary and the headquarters, or externally with other
companies and customers.

Several examples describe historical, social and cultural as well as
business aspects that have influenced the recent history of the Zeppelin
Latin America Equipamentos Industriais Ltda as a 100% subsidiary of
the German traditional industrial engineering and equipment manufac-
turer Zeppelin GmbH. The steps taken to turn the local company into an
important collaboration tool within the corporate business strategy, along
with cultural and human aspects of these steps, are described in the form
of a case study. As a further objective, the article tries to identify shared
common values between the headquarters in Germany and the Brazilian
subsidiary.
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2. Definitions
2.1 Transculturality

The literature on transcultural cooperation and leadership defines Trans-
cultural Cooperation as a phenomenon that seeks cooperation through
the efficient employment of “commonalities between culturally diverse
groups” (Li, Cohen & Tan 2018: 313). We describe one such case here:
the successful cooperation between a company’s headquarters in Europe
and its subsidiary in Brazil through use of a cross-cultural management
concept. The use of a commonalities approach brings adaptive character-
istics to global transcultural governance structures. The emphasis must be
on the intercultural dimension (diversity of different shared cultures) and
the cross-cultural dimension (on the perception of shared cultural and
moral practices) that interact for a process of economic globalization
(Wieland 2014). In his work, Wieland demonstrates implications in an
individual and collective system that directly influences the success or
failure of cooperation projects between different nationalities. In other
words, the challenges of governance for cross-cultural management go
beyond cultural boundaries and must be viewed from the outset as a mu-
tual process of learning and transformation for all parties involved, aim-
ing at win-win cooperation, but also remaining open to discussions of
cultural and moral issues in the perspective of shared practices.

2.2 Commonalities

The Cambridge English Dictionary defines the fact of sharing interests,
experiences or other characteristics with someone or something as com-
monality. According to Li, Cohen & Tan (2018) it is defined as

“In contrast to a cross-cultural focus, which is concerned with differ-
ences across cultures, transculturalism seeks commonalities between
culturally diverse groups, which are defined not just by nationality or
other geographical boundaries, but also by boundaries of ethnicity, re-
ligion, subculture and social class.” (ibid.: 313)



Transcultural Cooperation — The Example of Zeppelin 75

One possible focus of successful cooperation between a corporation and
its subsidiary is the search, nurturing and creation of commonalities be-
tween the teams. The main commonality between sister companies at
Zeppelin in general, but expressly also with the Brazilian Zeppelin com-
pany, is certainly quality consciousness — a point that will be discussed
later.

3. History and development of Zeppelin Group

Zeppelin as a company dates back to Ferdinand Graf von Zeppelin and his
airships. Graf Zeppelin had overcome many difficulties when he finally
succeeded in seeing his first airship take to the skies on July 2, 1900.
Thanks to his charisma, his innovative spirit and his talent for winning
people for his ideas, he had managed to form a strong and successful
interdisciplinary team out of different characters — in a way, the first
proof of successful transcultural leadership at Zeppelin Group.

Flying Zeppelin

Source: LZ Archiv Friedrichshafen.
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Thankful for the spontancous and lasting support of the people in Ger-
many when one of his airships was destroyed near Echterdingen/Stutt-
gart, Graf Zeppelin founded the Luftschiftbau Zeppelin GmbH and made
it part of his newly founded Zeppelin Foundation in 1908. The Zeppelin
Foundation and Luftschiffbau Zeppelin GmbH still form the basis of the
Zeppelin Group, now a group of companies with over 8,000 employees
and locations in more than 30 countries worldwide.

Graf Zeppelin had realized man’s dream of being able to fly and to
overcome boundaries and he even founded the first airline in the world
while his airships crossed countries and oceans. Graf Zeppelin also man-
aged to integrate very different people, followers as well as critics of his
idea, successfully into his team.

Hangar, Rio de Janeiro
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|

Source: Rcandre (2008).

The best example for his charisma and power of persuasion is the fact that
Hugo Eckener, originally a journalist who strongly criticized the airship
idea, later became a member of the team after being invited to discuss his
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critical views on the construction of the huge airships with Graf Ferdinand.
After the death of Ferdinand Graf von Zeppelin in 1917, Hugo Eckener
became the father of Zeppelin airships, known the world over and under
whose guidance airships could be seen everywhere around the world. He
succeeded in crossing the Atlantic for the first time with LZ 126 in 1924
and managed to travel safely around the world with LZ 127 “Graf Zeppe-
lin”. Various airships also landed in Brazil and other destinations in South
America. A hangar was built in Rio de Janeiro to protect the airships
when in Rio de Janeiro and this hangar is still operational today.

4. Historical developments from 1950 to today

After World War II, however, the glorious era of airships came to an end
when the allied forces prohibited the construction of airships in Germany.
Graf Zeppelin had determined that his foundation should be used for so-
cial welfare if its original mission could no longer be fulfilled. So, after
various discussions about the future of the Zeppelin Foundation, the re-
sponsible Regional Commission of Baden-Wurttemberg decided that the
City of Friedrichshafen should become the administrator of Luftschiffbau
Zeppelin GmbH and the Foundation. And this construct is still valid to-
day.
Luftschiffbau Zeppelin itself had to start from scratch again and had to
find new business fields to secure jobs for its employees. One of the new
business fields to be developed after World War II was light metal con-
struction and especially the engineering of containers and silos. This busi-
ness field soon became very important for Zeppelin in Friedrichshafen
and, in order to secure future business opportunities, the Zeppelin man-
agement board looked for additional market opportunities. This became
especially urgent when the economy in Germany suffered around 1995 and
internationalization became even more important. Therefore, in 1998,
Zeppelin acquired an engineering company with an affiliated manufac-
turing line in pneumatic conveyance in Brazil in order to better serve and
enlarge the markets for containers and silos in South America.
Particularly the emerging petrochemical industry offered chances for
more technological business with the trend for engineering and supply of
turnkey plants for this industry. Zeppelin company adjusted to these new
trends and business was more and more switched from building silos and
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components to offering the entire value-added chain from production to
conveying and packaging. At the same time, business activities were ex-
panded towards plastic producers and processors, rubber and finally food
industries.

High-quality standards have always been Zeppelin’s hallmark. Today
the production program at plant engineering includes pneumatic conveying
systems, elutriators, materials classification, blending, heating, cooling,
storage, feeding and extraction of bulk materials as well as dust removal
(dedusting). Projects are planned and executed according to customers’
specific needs, new plants are designed, or existing ones modernized.
Complete plants are delivered including automation, individual systems
as well as components for bulk materials handling. Nowadays, a network
of locations and offices worldwide secures successful business for the
Zeppelin group. Meanwhile the sister companies interact to increase local
sourcing for third party goods and optimize the workload for Zeppelin-
specific products. For example, more than 140 employees now work at
Zeppelin Latin America in Sdo Paulo, serving both local and international
markets.

5. Zeppelin Systems business — a network business

The business model developed by Zeppelin Systems with the petrochem-
ical industries has been shaped over the years. The petrochemical indus-
tries were and still are structured around large-scale production sites with
an even larger distribution structure. During the 1960s, most of these
industries had their headquarters either in Europe, USA or Japan. Never-
theless, their main plants were spread all over the globe. Plastics produc-
tion was located near the main refining hubs sited in different parts of the
world such as the Gulf of Mexico or Venezuela as well as in the Arab
peninsula and in Europe.

Serving this industry required an organization that was active over
several continents, especially at those locations where new plastic plants
were to be built or existing ones modernized. However, the high techno-
logical nature of the business required Zeppelin specialists to remain in
touch with the centralized technology hub of the client as well as to be in
constant exchange with decision makers at the potential client. Thus, the
Zeppelin Systems business grew into a transnational network business.
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Using a variation of a well-known slogan, Zeppelin Systems managed to
find a successful path in business by following the principle of ‘negotiate
globally and deliver locally’.

The business grew with the addition of various upstream and down-
stream equipment — initially some devices and piping to fill silos, later
devices to empty silos and convey pellets and powders, further equip-
ment such as filters to avoid dust propagation, even further specialized
equipment to clean plastic pellets from dust. All of these new functionali-
ties required new equipment and technologies, yet added value and com-
plexity to the operations, turning Zeppelin Systems into an ‘engineered to
order’ business rather than a product-centred business.

6. Leadership values of Zeppelin Group

Zeppelin Group is currently active in about 35 countries with more than
8,000 employees worldwide. The Group stands for diversity — in prod-
ucts, services, business fields and global activities. Taking this into ac-
count as well as the rapidly changing requirements of customers and
markets, the definition of general values is essential for successful coop-
eration and for securing the future of the company. Thus, several years
ago, a management team reflected on the long history of the company and
Graf Zeppelin’s leadership culture, and from that basis, ten statements
were developed, combining tradition and future in the generally accepted
so-called “Grafensitze” (The Founding Father’s Essential Values).

As of today, Zeppelin culture is still based on the values of Graf Zep-
pelin, a culture of values based on excellence and integrity for customers,
employees and shareholders. These days Zeppelin is a ‘people company’,
i.e., its business success is mainly based on the employees and their
successful work all over the world. Every day, Zeppelin employees strive
to deliver the best service for customers as well as colleagues and share-
holders. Overall planning is done at Zeppelin headquarters, but realiza-
tion of plans and planning happens within local teams — “plan globally,
act locally”. The general business success of the group is based on the
fact that every employee worldwide follows the principles of the “Grafen-
sdtze” in their daily work, every single one knowing that he or she is a
member of the same company (‘We are Zeppelin®), despite any possible
cultural differences.
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The Grafensdtze

UNDERSTANDING OF VALUES = |
THE “GRAFENSATZE" (OUR PRINCIPLES) L

Cj @ Grafen leave their footprint

@ Grafen move your heart @ Grafen S’[ay on course
Grafen receive support (&)

[§[ Grafen fail s @ Grafen tip their hats @ Grafen make you think

Our corporate culture is based on the values handed down to us by Ferdinand Graf von Zeppelin. His considerable vision, fidelity to
principles and creative passion still reverberate with us today and serve as signposts that dictate our actions

Source: Own representation.

Let’s just mention one of these principles in more detail to explain the
combination of tradition with modern leadership principles.

Grafen fail successfully

Graf Zeppelin faced bankruptcy after his fourth airship crashed in 1908.
But his vision and enthusiasm induced employees as well as friends and
supporters to collect and donate a total of five million Reichsmark to
ensure the airship business was able to continue. In return and to thank
his supporters, Graf Zeppelin founded the Zeppelin Foundation with that
money, the basis for every Zeppelin company that was developed in the
following 100 years and beyond.

On the one hand, present-day employees see this principle as a mani-
festation of company history, but, on the other, as a reliable reference for
their daily business. Translated into our times, this principle states that
failure is possible, but also that one learns from such failures and is not
discouraged but starts again to be successful in the end.
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7. Transcultural Leadership at Zeppelin

Let us take Zeppelin activities in Brazil as an example for business based
on this understanding of leadership and of intercultural understanding
over the whole Zeppelin Group. The business fields in Brazil range from
engineering silos and plants for the plastics industry to food business and
quality service. Local customers and big international companies rely on
products from Zeppelin Brazil for their business, from single components
or silos to large plants specially designed according to the client’s re-
quirements.

History of Zeppelin Brazil

Originally named Johannes Modller do Brasil (JMB), the company was
founded in 1976 as a subsidiary of Johannes Moéller Hamburg, Germany.
The company served the Brazilian market by supplying bulk handling,
pneumatic conveying and silos for pellets and dry powders for the chem-
ical, petrochemical and mineral industries, including components, pro-
jects and systems. In January 1998, the German industrial group Zeppelin
— which had more than 50 years of experience in bulk materials handling
and storage — acquired JMB, changing its name to JMB ZEPPELIN.

In line with those values of quality and innovation, Zeppelin Systems
Latin America offers state-of-the-art technological solutions to its cus-
tomers in the field of dry ingredient handling. The range of services of-
fered includes all types of logistics processes including unloading from
all kinds of vehicles (trucks, wagons, containers, big bags or special con-
tainers) through storage in different types of silos or big bags as well as
conveyance in different forms, through cleaning, weighing and dosing,
dispatching and bagging.

With integrated processes backed by the expertise of the Zeppelin head-
quarters and the various sister companies, the products and services of
Zeppelin Latin America are widely recognized in the market. Its 43 years
of history in South America, offering high quality products and technology
to its customers, have effectively contributed to the successful industrial
development of the South American region.
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Zeppelin Systems Latin America Plant in Sdo Paulo

Source: JIMB Zeppelin.

With a factory located in the city of Sdo Bernardo do Campo, Séo Paulo
Brazil, Zeppelin Systems Latin America integrates all necessary capabili-
ties and tools to engineer, supply and commission large solid ingredients
handling systems. The combination of process engineering, silo systems
and automation allows Zeppelin to serve its customers within short time
frames, reducing interfaces, facilitating project coordination and using a
one face to the customer approach. The company specializes in the engi-
neering of plants from receipt of raw materials, beneficiation and storage,
dosing, to electrical controls and automation. Zeppelin has an extensive
portfolio of products and services including silos, unloading, storage,
pneumatic conveyance in diluted or dense phase, separation of particles,
classification of granulated or powder materials, homogenization, cool-
ing, heating, weighing and dedusting. As one of the largest suppliers of
automated systems for handling raw materials, Zeppelin is active in all
industrial segments, e.g. food and beverages, rubber and tires, malt and
brewery, minerals, cement, aluminium, petrochemicals, PVC, plastic trans-
formers and other industries, always presenting the best solutions for spe-
cific cases. Through its well-structured technical support and comprehen-
sive service, Zeppelin offers its customers continuous support with the
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supervision of preventive maintenance service, based on regular visits by

specialist professionals who ensure the full operation of the customer’s
equipment, making production more efficient.

Zeppelin Quality Certification

W
QUALITY - RESPONSABILTY AR

CERTIFICATION ISO 9001:2015

ZEPPELIN SYSTEMS LATIN AMERICA

EQUIPAMENTOS INDUSTRIAIS LTDA.

A ot

1SO 9001:2015

COOPERATION BETWEEN BRAZIL and GERMANY - ZEPPELIN

Source: Own representation.

Zeppelin stands for numerous sales to the industrial storage market of
which just a few are mentioned below. Its name is part of large projects
such as, for example, the sale of the three largest aluminium silos ever
made in Brazil, each of two thousand tons of capacity, for a petrochemi-
cals plant in the northeast of Brazil in 2006. In the rubber segment, Zep-
pelin operates in the tire manufacturing and technical rubber industries,
having carried out the first large complete supply of handling of carbon
black and minor ingredients in 2007. In 2008, a large agricultural indus-
try from Parana acquired a complete circular tower silo with maceration,
germination and greenhouse, including equipment, assembly and automa-
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tion. In 2009, the plastic processing segment stood out with the supply
and export of several dosing plants and PVC resin mixtures. In 2010,
Zeppelin provided the engineering, supply and installation of 24 silos of
350 tons each for a large polystyrene and polyethylene pellets converter
in Manaus. This plant installed storage of 8,400 tons of plastics in total,
becoming the largest bulk storage capacity for plastics in Brazil. Several
large supplies not related to plastic production were also made. In 2011, a
large converter of polyethylene using both recycled and virgin granular
resins expanded the storage capacity to 20 silos at its plant in Minas
Gerais. Zeppelin Brazil once again showed the scope of its activities with
the supply of additives for the Brazilian industry.

In 2016, Zeppelin provided a large bakery manufacturer in the State of
Sdo Paulo with a handling system of macro, medium and micro ingredi-
ents and liquids. Finally, in 2018, Zeppelin Brazil managed to engineer,
manufacture and deliver five cookie dough raw material and mixer feed-
ing lines in record time to a major manufacturer of baked goods in Brazil.

Zeppelin Brazil team forming the Zeppelin logo

Source: Zeppelin Systems Latin America.
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In addition to its clients in Brazil, Zeppelin Systems Latin America has
also supplied a series of integrated systems for the handling and neutrali-
zation of boiler ash to the Middle East. The strong dedication, training and
professionalism of the Zeppelin teams were also recognized on several
other occasions, in which customers commissioned the manufacturing of
high-quality product requirements, for example, for power generation for
the navy or for equipment and vehicles for the metro and monorails.

For more than 40 years, Zeppelin Brazil has been capable of putting
together a great number of technological and human resource assets that
have enabled the group to design custom-built complete material handling
plants for the petrochemical, foods and rubber industries. Besides, the
workforce at Zeppelin Brazil has acquired an excellent reputation across
the continent.

Because of the difficult times Brazil faced during the crisis around
2018, several experienced Zeppelin employees from Sdo Paulo were re-
located to Zeppelin operations in Germany and the United States. This
relocation was motivated not only by the desire of the employees them-
selves to work and live outside Brazil, but above all, by the intention at
the German headquarters to make good use of the accumulated expertise
of these engineers and technicians in very specific technological issues.

Zeppelin Systems Latin America:
40 Anos de Historia no Brasil! ZEPPELIN

ZEPPELIN

Source: Zeppelin Systems Latin America.
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German Cultural Aspects as seen by Brazilians

During the first years when Zeppelin Brazil was managed by Zeppelin
Germany, the main priority was survival of the business, due to the criti-
cal market situation found in Brazil in the late 1990s. Between 2000 and
2002, a new business unit-oriented structure was developed by the man-
agement in Brazil, making it possible to return to profit. This required a
restructuring of the responsibilities, enforced through computational
tools, including cost accounting in the form of an Enterprise Resource
Planning System (ERP), as well as an intensive organizational restructur-
ing and process ownership training.

Because of the excellent relationship between the German headquar-
ters and petrochemical decision-makers in Europe, several industrial pro-
ject installations in South America were acquired very quickly. Zeppelin’s
good reputation in Germany plus the local workforce capabilities at the
Zeppelin Brazil plant in Sdo Paulo were the two most powerful aspects
responsible for securing these projects at that time.

Of course, international clients doubted whether the South American
Zeppelin organization would be able to supply high technological goods
such as silos, rotary valves, filters and all types of controls with the same
or similar quality that they were used to from the headquarters in Europe.

The challenge for Zeppelin Brazil was to use a healthy mix of im-
ported and locally sourced components together with local engineering in
order to provide systems with reliability, functionality and timely de-
livery that were similar to those of the German headquarters. The success
of the local manufacturing operation in Brazil was closely related to the
general work capability of the people within this organization to produce
high-quality work in every respect at a level similar to that of their Ger-
man colleagues. Therefore, the management of Zeppelin Brazil set up a
special program for all employees to strive for quality in their everyday
work. This would help the German headquarters to see the value of the
employees in their sister company, building trust between the organiza-
tions. Some examples of this cooperation and trust-building can be seen
in the following photos.
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Source: Zeppelin Systems Latin America.

In the early 2000s, there was no empirical evidence that the Brazilian
Zeppelin team would push the value factor of quality as the main com-
monality with the headquarters in Germany. Only in February 2019 was
it possible to formally evidence the shared work values between Brazilian
and German employees when more than 100 employees at Zeppelin Bra-
zil answered a survey. The main objective of this survey was to pinpoint
statistical evidence on how Zeppelin Brazil employees see their German
colleagues and how they see themselves with respect to several stereo-
type values which might evidence some form of commonality. (Composi-
tion and scope of this survey can be found in appendix I).

The application of the survey showed that the main commonalities
between the Brazilian perception of Germans and their own perception of
themselves were quality, reliability and punctuality.
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Zeppelin Brazil survey — work value Loyalty
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Source: Own representation.

Zeppelin Brazil survey — work value Quality
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Zeppelin Brazil survey — work value Commitment

work value Commitment
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Zeppelin Brazil survey — work value Technological Excellence
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In each case, the perception of the South Americans is that their German
colleagues are slightly more quality-oriented, more reliable and punctual
than they are. On the other hand, the main difference between them is
obviously their perception of technological excellence. Zeppelin employ-
ees in Brazil perceive their German colleagues as being 16% more fo-
cused on technological excellence than they are.

The survey also shows that the employees at Zeppelin Brazil regard
Brazilian workers as more proactive and capable of performing more
than one task at the same time than their German colleagues. Yet German
employees are in general seen as being slightly more focused on produc-
tivity and profitability than the Brazilians. Additionally, Germans are
regarded as being more organized, disciplined, punctual, perfectionist
and fond of planning.

Using the above-mentioned statistics and especially the strong values
that were found as convergence values requires local management to
focus on developing these capabilities among the team. A similar survey
is to be conducted at Zeppelin Germany in the near future in order to
analyze possible reciprocity between Brazilians and Germans.

8. Working together

The quest for mutual acceptance and fruitful teamwork is time-consuming
and every visit and even short telephone calls and conferences are used to
make small steps forward. During each visit of any operational German
colleague, a short presentation is made to encourage face-to-face contact
with the German or international colleague, in order to comp