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APPENDIX

Women and Global Leadership
at Bestfoods™

Laura Brody had just finished analyzing the progress she’d made in her first two years as direc-
tor of diversity and development for Bestfoods International, formerly known as CPC. Brody is
a stylish woman in her forties, possessed of a droll sense of humor. She had begun working for
Bestfoods 10 years earlier in management development. The position provided Brody the oppor-
tunity to meet and develop good relationships with many of the managers who were identified as
having senior management potential and who were now in senior executive positions. Brody spent
eight years coordinating the company’s well-respected annual Senior Management Development
Program. The program, taught by world-famous professors, was for managers who had been
tapped to become leaders. She also had helped organize Bestfoods’ global action-learning programs
(where knowledgeable people were brought together from all parts of the company to tackle strate-
gic, systemwide issues). These programs were often held at Arrowwood, an off-site corporate
conference center just outside New York City.

Brody came to Bestfoods in 1988 and was surprised to find that the company seemed to be
far behind most leading companies in promoting diversity, particularly in the company’s propor-
tion of women and minorities. She found herself revisiting what it was like to work with senior
men who had limited experience working alongside high-level professional women, Corporate
efforts to date had been limited prifiarily to diversity awareness training. When Brody was asked
to take over thediversity function'in 1995, she wanted to be sure that real, substantive change
was possible. Brody explained to her prospective boss, Dick Bergeman, senior vice president of
human resources, that she needed to be assured of the company’s sincerity and willingness to sup-
port progress and changes in this area. Bergeman is an engaging, well-respected, 22-year veter-
an with Bestfoods who spearheaded the transformation of human resources from an administrative
function to an integral part of the global strategy team. He replied, “I can’t tell you I will auto-
matically agree to everything you propose, but I will agree that it is your job to make change hap-
pen. And if I say ‘no’ the first time, then it is your job to figure out a different way to approach it
or structure it and come back at me again and again and again.” Since Brody was not expecting
“carte blanche” up front, she was sufficiently reassured by his response and took the job. Brody’s
diagnosis of her new job was that the company supported diversity, but there were few specific
strategies in place for her to implement. She saw her position as “a double-edged sword.”

It was a wonderful opportunity to stand out on niy own, set an agenda and implement it. As
this was a senior position, I was expected to establish the goals and strategies for the company-
wide diversity function. If I was successful, I could be well positioned for future career
progress. If not, like my two predecessors, I might have to look for future career growth
elsewhere.

Bestfoods has had a diversity function since 1989. It evolved from traditional EEO! compli-
ance reporting and had two previous directors, a male Hispanic and a male African American.
Unlike Brody, both were disadvantaged by not having an established network throughout the or-
ganization, since one was brought in from outside the company and the other had experience only
in the U.S. division in labor relations. Brody suspected that the climate had not really been ripe
for change in the area of diversity until the last few years. Another advantage Brody enjoyed was
the fit between her personality and the challenges of this particular job. In the early years of her
career, she had received feedback that she was too direct and not easily deterred from pursuing a

* Copyright © Joyce S. Osland and Nancy J. Adler. Reprinted by permission of the authors. The
devolopment of this case was funded by the CIBER program at the University of Washington under a grant
from the U.S. Department of Education.
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certain path. Brody was counseled to “go along to get along.” Characteristics that had formerly
been seen as weaknesses, however, were now perceived as her strengths:

In my current job, I am expected to be the conscience of the organization. Like an Old Tes-
tament prophet, I am frequently expected to preach fire and brimstone, nudging the compa-
ny in a certain direction even though they may not want to go that way. For once my style and
the type of person I am fit exactly with what my job demands and what my boss expects me
to do. I love my job! As I told Dick Bergeman, “I can’t believe you pay me to make trouble—
I would have done that for free!”

COMPANY BACKGROUND

Bestfoods is among the largest global food companies, with annual sales in 1999 of $8.6 billion.
Its most well-known brands include Hellmann’s and Best Foods condiments and dressings; Ma-
zola corn oil and margarine; Knorr soups, sauces, and bouillon; Skippy peanut butter; Thomas’
English muffins; and Entenmanns’s baked goods. Bestfoods also has a catering division that is
known as Caterplan in most global markets. Bestfoods has operations in more than 60 countries
and markets products in 110 countries. The 93-year-old company is well positioned internation-
ally with over 90 years of operating experience in Europe, 70 years in Latin America, and more
than 68 years in Asia. Although headquartered in the United States, the company earns 60 percent
of its revenues from non-U.S. sources. The company projects future growth to continue to come
primarily from outside the mature markets of North America and Western Europe. Africa, Asia,
Eastern Europe, the Middle East, Latin America, and the countries of the former Soviet Union are
L projected to lead increases in twenty-first century revenue. At present the company has four geo-
- 3 graphic divisions: Europe, North America, Asia, and Latin America.

Bestfoods has a highly decentralized structure, which gives general managers and local man-
agement the autonomy to adapt and modify changes suggested By corporate headquarters. One of
the company’s strengths is its global strategi¢ vision combined with a consistent local focus and
decision making. CEO Dick Shoemate appreciates the difficult balance between giving the local
divisions power to make their own decisions and integrating these units into a coherent whole. “It’s
our strength, but it’s also a challenge when we try to make changes.”

The company’s vision (see Case Appendix A) is to be the best international food company in
the world by building on the organization’s core businesses, values, and strengths. Bestfoods has
three global core businesses: savory products (e.g., soups, bouillon, sauces), dressings, and cater-

ing. The company’s core values are:

* Growing (financial success, business growth, people development, and diversity)

* Caring (adherence to the law and highest moral and ethical standards, respect for individual
worth and ability, satisfying customer and consumer needs, safe workplaces, and protecting
the environment)

* Sharing (valuing teamwork, internal and external partnering, learning from experience and
transferring learning with pride)

* Daring (courage, candor, conviction, pioneering and leadership, quick decision making, and ag-
gressiveness in seizing new markets).

The company’s identified core strengths are:

* A unique culture combining global strategic vision with local focus, decision making, and
action.

* A proven ability to transfer and use products, skills, technology, and people from all parts of
the world.

To best link employee actions with the company’s vision, Bestfoods uses a strategic perfor-
mance measurement system called the Balanced Scorecard. “The Balanced Scorecard provides
a framework that helps shape our activities and measure our performance in four critically important
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areas (customer satisfaction, people development, business practices, and innovation and learning)
which together result in a fifth critical area, financial performance, the ultimate measure of the
best.”2 Instead of one uniform global measurement system, each division, affiliate, department,
and functional group within the company creates its own Balanced Scorecard that identifies the
key activities, or “strategic drivers,” that will move its particular business closer to the company’s
goals. Nevertheless, the CEO may announce specific new goals to add to the Corporate Balanced
Scorecard at WorldTeam Meetings, which the company holds about every three years. At the
WorldTeam meetings, approximately 150 of the most senior executives from around the world
spend several days together focusing on strategic issues, sharing innovative implementation plans,
and learning together. The WorldTeam meetings are another way to coordinate the far-flung glob-
al company. |
Dick Shoemate is chairman, president, and chief executive officer of Bestfoods. He joined the
company in 1962 and held positions in manufacturing, finance, and business management in the
consumer foods and corn refining businesses. Shoemate was president of the Corn Refining divi-
sion before assuming the corporate presidency in 1988. Shoemate is not only bright but unas-
suming and down to earth. He is both approachable and an excellent listener. Shoemate is equally
as impressive and comfortable dealing with board members as with the 60 children of employees
he addressed on “Take Your Child to Work Day.” Shoemate, in his late fifties, wants one of the
marks he leaves on Bestfoods to be increased diversity worldwide and at the most senior levels.

DIVERSITY AT BESFFOODS

Of the corporation’s 44,000 employees, two-thirds currently work outside of the United States. In
the U.S. division, Bestfoods has 10 to 15 percent more minorities than the industry norm, but 5
to 10 percent fewer women. Bestfoods has been known as a company where people spent most
of their career. Similar to many companies, however, a disproportionate number of women and mi-
norities leave Bestfoods within their first three to five years. Historically, women at Bestfoods
tended to hit the “glass ceiling” at the middle-management level. Women have succeeded pri-
marily in staff positions, such as the corporate legal department, which has the highest represen-
tation of women. There are numerous entry-to-midlevel women in human resources, but the
division-level executives are all male. There are women in marketing who have attained midlevel
jobs and some who have been promoted into senior-level positions, but only one woman has suc-
cessfully made the leap from marketing to a general manager position. The usual career path that
men followed in Bestfoods to become senior executives has gone from general manager positions
to operating division presidents to corporate officers. Women have remained a small percentage
of the candidate pool for senior executive jobs because they tended to be scarce in the usual ca-
reer pipelines to the top—line positions and high-level positions outside the United States. |
Not surprisingly, the 1997 employee survey in the United States showed that minorities and
women perceived less opportunity for advancement and career development than did whites or men.
Similarly, they perceived their performance to be less linked to compensation than did whites or
men. It surprised many at the company, however, that men ranked “workload and pace interfere
with work/life balance” as the number one issue among the five diversity-related issues they would
like the company to address. Although women ranked this issue last at number five, the work/life
integration issue cut across gender and hierarchy. For example, while female administrative staff
might worry about making it to a day care center by 5 or 6 .M., some senior men grumbled that
their wives were “threatening to divorce them” if they missed one more family event. :
Retention analyses revealed that at every management level, women and minorities had more
turnover than males and whites. As a result of these findings, Brody’s objective within the Unit-
ed States was to have better retention and development of both women and minorities. |
When Brody and her staff did a global analysis of female employees, they discovered that 15
percent of the employees who had been designated as “high potential” were women. They also



chauvinistic in a few cases. For the most part, she believed that although managers were wel] in-
tentioned, they were uncertain about what improvements could be made regarding career ad-

vancement for women, The company was committed to advancing diversity as a key competitive
element in its overall business strategy.

Bestfoods has a diverse board of directors. Of their 14 directors, two are female CEOs, one
is an African American CEO, seven are white U.S. American male CEOs, and four are male CEQOs
from other countries. Bestfoods has three female corporate officers, one each from manufactur-

the corporate officers are in their late 50s and early 60s and have stay-at-home wives, They have
never watched their wives struggle to climb the corporate ladder or Jjuggle the competing demands

as an indicator of loyalty and promotability, working mothers (and some fathers) are at a disad-
vantage. One division manager has the night watchman keep track of the time employees leave at

the end of the day; accurately or not, his employees interpret this as a clear signal that, “If you want
to get ahead, you must work Jate ”

survive. Moreover, whereas many consumer foods companies used to be able to operate as loose

- confederations of fairly autonomous country operations, global competition is now forcing all
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To succeed in such an environment, Bestfoods needs to attract and retain the best talent avail-
able globally and have local employees from each country in which they operate reflect the con-
sumer base. With women making more than 80 percent of purchasing decisions for Bestfoods’
products, the company will suffer if it fails to understand women’s perspectives, needs, and
decision-making criteria. Shoemate sees promoting women into senior management positions not
primarily as a matter of diversity but rather as an issue of strategic competitive advantage. On nu-
merous occasions, he has explicitly expressed his commitment to developing the most highly tal-
ented women and men from around the world:

We believe that one of Bestfoods’ unique competitive strengths is a management team that de-
livers outstanding performance in the local marketplace and also works together to build the
“Best International Food Company in the World.” ... We actively seek to identify and to de-
velop high performing Bestfoods’ managers throughout the company, including men and
women from all countries and ethnic backgrounds.

Shoemate knows, however, that words are not enough to change an organization. He personally
appointed all three of Bestfoods’ female corporate officers during his tenure as CEO. Neverthe-
less, he wants to see more rapid progress on the goal of including more women in senior man-
agement and leadership. He made a note to himself to discuss with Brody what form this change
should take at Bestfoods. -
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MANAGING CHANGE AT BESTFOODS

No CEO can simply mandate change in a highly decentralized multinational that values local au-
tonomy. Focusing on diversity further complicates change efforts because it is sometimes viewed
as a "U.S. issue.” Within some cultures, equity among women and men is not a well-publicized
concern, and diversity is locally defined to refer to other groupings within the population. There-
fore, for companies headquartered in the United States, the leadership has to tread carefully.
Both within the food industry and within Bestfoods, employees tend to work their way up, and
executives brought in from the outside often do not adjust to the informal norms and values of
the company. This practice has the advantage of providing continuity and a strong organizational
culture, but the downside is less new blood and fewer innovations. Bestfoods’ U.S. employees
tend to reflect “Middle America”—conservative, traditional people with “old-fashioned Ameri-
can values.” Brody affectionately describes the company as a Norman Rockwell painting. While
the pace and pressure has picked up in recent years, it is neither an industry nor a company with
a prior reputation for being “fast-paced.” Brody describes Bestfoods’ culture as traditional, con-
servative, polite, “gentlemanly,” and nonconfrontational. While the politeness contributes to the
pleasant relations Bestfoods is noted for, it also makes face-to-face confrontations rare; criti-
cism and dissent tend to go underground. The emphasis on tradition makes change slow and
risky. Some executives are leery of being blamed if changes they initiate don’t work. As a result,
some managers use the “drip method” of change—small changes over time that eventually add
up to progress.

While individuals may approach change somewhat cautiously, Bestfoods has developed a
very effective group method for taking advantage of opportunities and resolving problems that af-
fect all divisions. When the global action-learning task forces come together, they analyze situa-
tions and, toward the end of the meeting, present their recommendations to top management. The
CEO and his direct reports immediately consider each recommendation and respond to the task
force before the meeting ends.

As a result of all these factors, Brody’s strategy has been to focus on getting the decision
makers “on board” and then making incremental changes. Her style is to plant the seeds of ideas
and provide information and options to the executive team so they can begin thinking about di-
versity more broadly and from different perspectives.



BRODY’S PHILOSOPHY
ON HUMAN RESOURCE DEVELOP

Brody has a very clear idea of the role of human resources, as seen in the '
of her job. 2

As an HR executive, I do not see myself as merely an ombudsperson far en
ways seen HR as a critical management responszbzlzty There are several

ing to create programs that lead to long-term change rather than compllance. My
always been to “make a difference” at work. I've learned that everything has to be _
the busmess Line management has to have an itch they want to scratch, and it’s my T

ministrative staff function, but as an organization development function that needs to work with
line managers. Although people like me are sometimes seen as mavericks, I think you hawe
to understand the needs of the business, create effective relationships with line managemeng o
and bend rules to solve problems. Traditionally, HR has a reputation for writing the policies
and then telling people why they can’t do things.

Brody went on to explain that the traditional HR roles are switched at Bestfoods. In most
companies, corporate HR establishes policy and procedures and then administers them, while the
operating divisions creatively try to bend the rules to meet the needs of local line managers. At Best-
foods, HR policies are frequently developed and implemented at the divisional level, while the cor-
porate group often has more freedom to experiment and be innovative.
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LAYING THE GROUNDWORK FOR CHANGE

Bestfoods already had a Diversity Advisory Council (DAC) when Brody took over. It continues
today and is composed of 14 members—senior executives in the U.S. business, corporate staff, and
the vice presidents of human resources from each unit. The council is chaired by the CEO and fa-
cilitated by Brody. Her predecessor met with the council a few times a year, and their primary
achievement was coming to consensus on a common diversity training program for senior man-
agers throughout North America. By contrast, Brody adopted a team-building approach with the o
council. She knew they had to establish a common vision, so Brody spent almost her entire first '
year working with them to craft a vision and to agree upon a definition of diversity. Brody worked
to ensure that Bestfoods defined diversity very broadly (see Case Appendix B) for two reasons: (1)
to avoid excluding white males; and (2) so that other countries would not see diversity only in
light of U.S. EEO requirements. The council also developed a Balanced Scorecard for diversity that
mirrors the Corporate Balanced Scorecard (see Case Appendix B). As Brody states,
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In corporate life, you only make progress on things you measure, and you only measure things
that are important—such as operating income, profitability, ROI, ROA, and market share.
These things are all measured and tracked very, very frequently. So in terms of making progress
on diversity, the measurable goal was increased career opportunity—promotions, salary lev-
els, and representation at senior management levels—and not the “nice-to-haves,” like cal-
endars with every ethnic holiday posted or “feeling included”; it was in fact about being
included. I preached that you could not have an effective diversity function without, at a min-
imum, having effective equal employment policies and actions in place.
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Brody and the council also linked diversity to the corporate vision.

It’s very simple. We could not be the best food company in the world if we weren 't recruiting
and retaining the talented women and minorities who make up large proportions of current
M.B.A. programs and who bring different perspectives and experiences from those of whites
and men. Since the number of minorities we have is fairly good, one of the first things I did
was to focus on the representation of women, an area in which our numbers were not so good.
[ had industry measures to justify doing this. I also had my own personal experience in the
organization and the frustration at seeing a lot of diversity awareness training going on but
not seeing many tangible results coming out of it. ‘

Consistent with the CEQ’s perspective, Brody sees diversity as a business issue and insists on
promoting it as such. She does not see her job as reengineering society or changing societal atti-
tudes; her primary focus is on behaviors and practices that will benefit the company. Brody’s team
building with the Diversity Advisory Council paid off. After about two years, the council wanted
to raise the bar on diversity and chose to go forward in a proactive way. To learn what leading com-
panies were doing about leveraging workforce inclusion to increase their business competitiveness,
Brody invited outside practitioners who were involved in best-practice efforts to make presenta-
tions to the council. She also gathered a variety of benchmarking and best-practice studies and re-
ports for council members.

In addition to the groundwork Brody was laying with the Diversity Advisory Council, she es-
tablished a progranrcalled Cultural Connections, an employee-driven education and awareness
program, and a peer coaehing:g;i&inentoring program for new hires called SOS, “Sponsoring
Our Success.” Brody’s new initiatives complemented Bestfoods’ long history of involvement with
INROADS (Berrg'eman is on the board of directors for the northern New Jersey chapter). IN-
ROADS is an internship program for high school and college-age minority students that had
proven successful for the company in recruiting top talent, as many interns later joined Best-
foods. Brody’s department, which consisted of one other professional and a secretary, coordi-
nated entry-level diversity awareness training, sexual harassment prevention training, and diversity
training for the most senior 300 managers and executives in the company. At her suggestion,
Shoemate sent out an open letter to all employees in 1997 regarding the company’s diversity ini-
tiative (see Case Appendix B) and another “state of diversity” letter to U.S. employees in 1998
(see Case Appendix C). Brody’s job is made easier by both Shoemate’s and Bergeman’s sincere
belief in the strategic importance of diversity. |

While these efforts have been successful, Brody knows that still more has to be done, and she
too would like to pick up the pace of change. Among others, she has been considering three al-
ternatives that might have an even larger impact. |

1. Conduct a survey that would compare the differences in perception between women and men
regarding development and retention in the company and more clearly identify the unique bar-
riers women face. ‘

2. Hold a meeting modeled after the global action-learning programs to tackle the problem of
retaining and promoting women.

3. Offer a leadership development program for midlevel women managers.

One day Brody was in Shoemate’s office getting his signature on some letters. He was in the
midst of reviewing the 1997 employee survey data and said, “Laura, if you could do one thing to
improve things for women in this company, what would it be?” Brody knew this was a big op-
portunity. The mental Rolodex in her head started spinning as she quickly considered a variety of
options she’'d been pondering. Brody took a deep breath and pitched her best idea.

I really cannot speak for all women. But if I were the CEO, what I would want to do is to en-
gage a significant number of women in this dialogue. What about sponsoring a global forum
for high-potential and senior women representing all the businesses from around the world
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and bringing them t0 Arrowwood? They could help us better understand the environment and
culture in the company and how it impacts womern. We could do what we always do with a
business issue that needs to be driven from the center—have an action-learning program with
outside experts to design and facilitate it. We could receive both information and recommer-
dations from participants on how to proceed and make progress, and we could also do some
leadership training at the same time.

Shoemate asked a few probing questions and suggested she flesh it out with Bergeman. Brody
and Bergeman prepared 2 position paper that Bergeman discussed with the Corporat€ Strategy
Council (CSC) at its next meeting in April. The CSC is composed of the gix most senior corpo-
rate officers, who are responsible for the four geographic divisions, the baking business, and the
corporate staff. The CSC immediately approved the forum idea. Shoemate requested that it take
place no later than the end of July. That meant Brody had only 90 days to organize her compa-
ny’s first-ever Women's Global I_eadership Forum.

Brody and her staff dove into preparations, and the plans began to fall into place. The ques-
tion that continued to nag Brody was how to ensufc that the forum resulted in real organization-
al change. She worried that participants might leave feeling good, with raised expectations about
what the company would do for women, only to be disillusioned if the recommended changes
didn’t materialize afterward. As it turned out, senior management shared Brody’s concem about
unrealistically heightened expectations. Some of them also wondered how they could participate

and interact with the attendees so that neither group would feel threatened.

FORUM INVITATIONS AND REACTIONS

To create a comprehensive list of senior and high potential women, Brody solicited nominations
from all division presidents, which she personally reviewed along with the corporate high-potential
lists and succession plans. Next, the CEO sent a letter 10 all six members of the Corporate Strat-
egy Council describing the forum and requesting that they rank order their nominees. As Bestfoods
does with its Senior Management Development Ptogram, the company. allocated spaces at the
Women's Global Leadership Forum according to the relative size of each division and geograph-
:cal area to ensure balanced representation. Brody’s goal was to invite 50 participants, of which
at least half were to come from outside the United States. As an early indication of the high level
of support, every division requested additional spaces. Brody responded by increasing the num-
ber of participants {0 60 and choosing 10 of these as facilitators for small group sessions. Shoe-
mate personally sent a letter of invitation tO each participant. Fifty-five women from 25 countries
were able to accept the invitation.

Brody knew that merely asking the division presidents 1O identity their high potential
women, thereby adding them to the recognized and visible talent pool for the company’s future
leadership, was a significant .ntervention in and of itself. “Even if we'd never held the forum,
it was a good exercise for the senior executives tO stop and consider how many highly talented
women managers they had and where they were in the company. One president promoted a
woman a few months earlier than he had planned to as a result of thinking about whom he want-
ed to nominate for the forum!”

The reactions to0 the forum announcement were, for the most part, very positive. Several peo-
ple commented that this was one of the most exciting and forward-looking initiatives the compa-
ny had ever tackled. Many women Were gratified to be identified as participants. Not all women,

however, reacted positively. Some senior women, primarily Americans, worried that attending an
all-women forum might encourage others to think their success was owed primarily t0 their sta-

tus as women rather than to their competence, they had no desire to be at the forefront of women’s

issues. Some women who were not invited, from secretaries to directors, felt excluded from yet
another “private club.” Some invitees Were also concerned about the potentially negative reac-
tions from their male colleagues and bosses, including worrying about the likelihood of a male
backlash.

707




There were sporadic dismissive and skeptical comments by both men and women who doubt-
ed that the forum would result in anything more than a “bitch session.” One senior male manag-
er told his female subordinate, “Have a good time at the koffee-klatch” as she left for the forum.
Some men complained of discrimination because they were not invited. However, other men
thought the forum was long overdue and emphasized their support. Brody kept Shoemate and
Bergeman informed of the resistance she encountered so there would not be any surprises re-
garding this controversial program among the senior managers. At one point, Brody sent Shoe-
mate a note saying, “You know how women get crabby and lose their sense of humor when they're
teft out? Well, guess what—it seems that men also get crabby and lose their sense of humor when
they are excluded!” Given her strict deadline, Brody didn’t feel she had enough Gme to deal with
the backlash in depth, other than being aware of it and trying to deflect it with humor and an on-
going reiteration of the CEQ’s rationale and goals for championing the forum. '

PLANNING THE FORUM

As far as Brody was aware, no other company had ever held a global meeting for its most Senior
and high-potential women with the intent of opening a dialogue on global leadership and organi-
zational change. There were no models to follow, so she began searching for outside consultants
to help design and implement the forum. One of the consuitants she hired began by interviewing © g
Shoemate, Bergeman, all corporate officers including the three female corporate officers, and one
of the female board members 10 get d feel for the organization. She and Brody began designing a
program to fit Bestfoods’ W.meet the forum’s goals:

+ Tncrease the glébal competitivencss of Bestfoods.

« Develop the global leadership skills of Bestfoods’ most highly talented and senior women.

s Create an internal network among Bestfoods’ women leaders to facilitate their global
effectiveness. i

e Develop both global and local recommendations for enhancing Bestfoods’ ability to support the
career advancement and success of an increasing number of highly talented and senior wome.

Early in the process, Brody warned Bergeman that the cost of the program would be higher
than the original estimate. His response was, “Spend whatever you need {0 put on an outstanding
program.” Bergeman was aware that some people who were ambivalent about the program might
try to find reasons for it to fail. He, therefore, insisted that everything about the program be first
rate. While Bergeman remained available when Brody wanted his support or advice, he allowed
her to take full responsibility for the program.

Pre-FORUM SURVEY

Brody’s team carried out a survey-feedback process aimed at producing data that would serve as a
baseline and cause people to reexamine their thinking about the opportunities and barriers for
women’s career advancement. Brody was especially interested in surveying both senior women
and men, so both groups’ views would be visible at the forum. She developed a survey modeled after
the Catalyst® report, “Women in Corporate Leadership: Progress & Prospects” (Wellington, 1996).
A primary purpose of the survey was to determine whethetﬂxerewaesigniﬁcmdiffelbnws&qpm-
:on between the views of women and men in Bestfoods regarding individual and corporate strate-
gies that would most benefit women, COmMImon reasons preventing women from advancing, beliefs
about women, and personal experiences in the company. Brody sent the survey 1o all corporate of-
ficers, the 125 most senior executives who were being invited to this year’'s WorldTeam ing,
and the 60 women who had been invited to the forum. The response rate for the survey was 70 per-
cent. Brody understood quite clearly that for any significant organizational change t0 OCCUL, the se-
nior levels of management, almost exclusively male, had to be part of a coalition for change. For
thatmhappen,thcyhadtobeincludedonthc front end as part of the overall organizational change
process. Brody sent the survey results to all the survey participants after the forum. ?’
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The survey data revealed the following key points:

ack of mobility for international assignments
general management and line experience),

the women reported a number of
Pear to have been invisible to the men:

Y exceeding performance €Xpectations; gaining line man-
agement experience: and seeking difficult and high

-visibility assignments), they disagreed on

other key strategies.

* The majority of women believed that they had to “dey
able with” in order to Succeed, whereas men ranked
importance.

Women were more likely than men to believe they had to develop a relationship with an
influential mentor in order to succeed.

elop a style that men are comfort-
this strategy next to last in terms of

4 Woman manager. However, the specif-
d as “exceptions” to the rule.

.i
4
- |
f
N
)
:

AN S . 4

I A AN i

W Pt e ialrov i e o
VS Y A N AP et

P A N e

, PHUCURSSCI TR
"
: : PN SN i @ e ity WA A i i
SN AR S (IS STy PRSIl s
POty




710

APPENDIX

The design of the forum tried to enhance the women'’s preparation for proactive roles in the
company'’s future leadership. The forum design included three types of sessions: (1) individual pro-
fessional development sessions focusing on global leadership skills; (2) organization develop-
ment sessions aimed at gathering information and making recommendations to the company on
women'’s retention, development, and advancement; and (3) sessions facilitating the formation of
a women’s network. At the participants’ request, the design was modified to allow more time in
small groups to formulate recommendations for presentation to the senior executives at the final
session. Leadership development activities included “herstories” about significant women who
influenced the values and leadership styles of the participants, skill assessment, skill building and
coaching, experiential exercises, a panel of female CEOs and Bestfoods’ highest-ranking women,
and another panel of Bestfoods’ senior male executives who gave career advice, and Brody’s pre-
sentation of the survey results.

As predicted, the forum had some intense and challenging moments as the widely diverse
group of 55 women with differing goals, opinions, experiences, and communication and behay-
ior styles met and discussed key corporate and personal challenges. Nevertheless, the participants
judged the forum to be a resounding success.

Forum Recommendations and Executive Response

A highlight of the forum was the participants’ presentation to the CEO. Corporate Strategy Coun-
cil, and the Diversity Advisory Council on the last day. The women stayed up late the night be-
fore, working in teams on the vaqui"is'recommendations. In an offer that reflected their skills as
mentors and coaches, the senior American women graciously suggested that younger women from
outside the United States do the actual presenting so that they could benefit more directly from
the high visibility. Before the presentations began, Shoemate requested that the participants be can-
did and assured them that they could be totally honest in their feedback. All participants were vis-
ibly pulling for the presenters. At one point, a highly articulate and self-assured Chinese woman
in her late twenties brought down the house when she assured Shoemate that “There’s no need to
feel threatened by us—we don’t want your job. We want to be CEOs of bigger, better companies
than Bestfoods!” Their specific recommendations (found in Case Appendix D) focused on three
key areas: career development (enhancin g career opportunities), diversity (increasing representa-
tion of women in senior and high-level positions), and work/life balance (enabling women to per-
form to their highest capabilities while recognizing their multiple roles). In addition to
recommending what the company should do, the participants also identified what they themselves
should do to enhance their own career opportunities.

While the women participated in a final small group session, Shoemate and the senior exec-
utives discussed the recommendations and planned their response. Shoemate suggested separat-
ing the recommendations into three categories:

* Current company initiatives—recommendations the company is already doing but which need
to be accelerated and better communicated to employees.

* New corporatewide recommendations, which the Corporate Strategy Council could consider at
its next meeting.

* New “local” recommendations best addressed within specific countries, regions, or divisions.

When the women rejoined the executives, Shoemate responded to each recommendation,
some of which he immediately accepted. He was very open to feedback and did not argue with or
become defensive about any points the women raised. He promised to look into existing programs
and policies that were not consistently working to the benefit of women’s development and re-
tention. Shoemate eloquently referred to his belief that the company’s strength lies in its local de-
cision making and explained why he hesitates to mandate most policies from corporate
headquarters. However, he also clarified what he could do as CEO to make change happen and as-
sured the women that he would communicate to them the outcome of each recommendation as soon
as possible. Shoemate's obvious sincerity and thoughtfulness made a positive impression, as did
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the response of other CSC members. Shoemate closed the session with an inspirational story about
his first experience as a very young manager whose orders were obeyed because, like the women
at the Forum, he had the backing and utter confidence of his boss. Shoemate and Bergeman then

led a standing ovation for Brody and her staff.

Two hours later, after bidding goodbye to participants about to jet off to all corners of the globe,
Brody gratefully collapsed on a Jawn chair on Arrowwood’s manicured grounds. She was de-
lighted that the forum had ended on such a positive note. The immediate feedback at least seemed
to indicate that it had indeed been the catalyst she was hoping for. Nevertheless, Brody still had
that nagging question, “What next steps have to take place so that real change in the company and
its leadership occurs and becomes institutionalized?”

NOTES

1. Equal Employment Opportunity (EEO) laws, under the provisions of Title VII of the Civil
Rights Act of 1964, were created in the United States to ensure work environments free from
illegal discrimination on the grounds of race, color, religion, disability, age, national origin,
or sex.

2. 1998 Vision and Policies pamphlet.
3. Catalyst, located in New York City, isa well-respected research and education institute that

focuses on corporate women in senior leadership and management positions.
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