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ELCOME
Welcome to the first 
edition of NICHOLS FORUM, 
focusing on the Emerging 
Markets.

Don’t hear it from us. 
Hear it from them.

NICHOLS FORUM throws the 
floor open to some of our 
clients with hands-on 
experience at the cutting 
edge of this fascinating 
global revolution. It’s 
moving too fast to call it 
‘evolution’…!

I hope you enjoy this 
Emerging Markets edition. 
We welcome your views.

Gavin McCartney, Director
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NEGOTIATING UNCHARTED WATERS

There is no hiding your head in the sand. Emerging Markets are 
booming. They’re the future and if you’re not there to embrace 
them, you can be sure someone else will be in your place. It’s 
complicated and throws up strings of tricky questions, but as a 
key player in a multinational you either see a problem, or you 
see an opportunity. It’s those who seize the opportunity that 
prosper. 

Why are Emerging Markets the future? There are two things at  
play here.

One: The markets themselves - they’re simply huge. Russia, China, 
India, Brazil – Africa too – have all the key ingredients for 
growth: demand, new wealth, resources, talent. Their potential is 
now being activated and so progress is gathering pace. As Procter 
& Gamble put it to analysts in December 2010, China will add 
another 270m middle-class customers in the next decade – roughly 
the same number as there are in the US today. The figures are 
simply staggering, all the more so when set against the saturated 
markets of the West. Everything is moving at such a pace and 
nothing is off limits. One minute China is the ideal location 
for clothing and fashion manufacture, the next China itself is 
too expensive and activities move to the Indian sub continent or 
Eastern Europe.

Two: Developing countries are already engaged with us. They’re 
integral to the global economy, quite apart from their importance 
in their own right. Where are our clothes made, where are our 
white goods manufactured, where is our food grown? Where is the 
centre of gravity of a company like Cola-Cola, with some 80% of 
its sales overseas, or IBM, with some two-thirds of its workforce 
living outside of the US?

There comes a point when it’s obvious that the smart decisions 
need to be made nearer to where they make an impact, a point when 
all the decisions can’t be made remotely and nor should they. 
Local knowledge counts more every day. And so, with these two 
factors at play, begins the race for talent. It has occurred in 
two waves. A number of companies looked ahead some 20 years ago 
and established Emerging Markets operations. In the last three or 
four years a whole tranche of multinationals have seen the light 
and are moving fast to catch up. Both, of course, compete within 
robust internal markets that themselves offer more every year, 
with local companies looking to expand though the acquisition of 
Western companies - especially the most successful within Russia, 
India and China.

As cultures change and mix, so multinationals look for the right 
blend of international outlook and local expertise – sometimes 
taking local talent and broadening its education in overseas 
placements; sometimes the reverse – searching for talent that 
has already moved abroad and inviting it back home. What’s clear 
is that they are looking for local talent, not expats.

Luckily for us, misconceptions persist. People think there is a 
shortage of talent: they’re wrong. People think it doesn’t exist 
locally – not true. Every case and every individual is different. 
Ironically, amongst all of the strengths and possibilities in 
Emerging Markets, one of the weaknesses is still the recruitment 
process.

There is no shortage of talent. It’s no harder to recruit in 
Moscow or Mumbai than in London. You just need to know what you 
are looking for and where to look. And we’re talking world-class 
talent. The world becomes smaller every day.

Roger Nichols, Managing Director



RUSSIA IS NOT MOSCOW, NOR IS IT 
MOSCOW PLUS ST PETERSBURG, THOUGH 
THIS IS UNDOUBTEDLY A GOOD STARTING 
POINT. THE VASTNESS, ACROSS SOME 13 

TIME ZONES, IS HARD TO GRASP. 
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DAVID 
THOMSON

David Thomson 
is Managing Director 

for the Rapid Emerging 
Markets Group at     

Tommy Hilfiger. 

Previously he was General 
Director for Russia at 

Nike. He established the 
company’s presence in 

2003 and built it up to be 
the fastest growing and 

most dynamic sports brand 
in Russia today, with some 

$500m in retail revenue 
and 220 stores. Whilst at 

Nike, David also spent 
three years as Chairman of 

the IPR committee within 
the Rusbrand organization 

in Russia, a role primarily 
focused on improving the 
status of brand protection 

in Russia.

Here David gives 16 
measures for achieving 
success in the country.



THE GREATEST SUCCESS 

HAS BEEN ACHIEVED 

BY THOSE COMPANIES 

WHO HAVE COMMITTED 

THEMSELVES FULLY 

FROM THE…

DAVID THOMSON

Tame The Bear: 16 measures for 
achieving success in Russia

1.

Bring in your 

best people, 

your ‘big guns’, 

to run Russia. It 

is complex and 

needs experience, 

entrepreneurship 

and a steady 

hand. It will 

pay off – the 

opportunity is too 

big to put your 

toe in the water 

and the greatest 

success has been 

achieved by those 

companies who 

have committed 

themselves fully 

from the start.

2.

Bring in your best 

people, yes, but 

make sure you 

achieve a good 

mix of locals and 

expats. It is a 

myth that it’s not 

possible to find 

good, honest, 

reliable Russians. 

I’ve lived in seven 

countries and 

worked in many 

more. There is 

great raw material 

here and some of 

the finest talent 

I’ve worked with. 

The last thing you 

want is all the 

foreigners talking 

in one room and 

all the locals in 

another. Long-

term success 

needs integration.

3.

Accept Russians 

for what they are 

and work to their 

strengths and 

weaknesses: they 

are not afraid to 

take ownership, 

they are highly 

resourceful 

and very self 

reliant. Use these 

strengths; don’t 

park the Ferrari 

in the garage! 

Likewise be 

mindful of the 

pitfalls: Russia 

has a far greater 

incidence of job 

hopping and a 

greater focus on 

monetary gain, 

plus a different 

interpretation of 

loyalty and moral 

standards. It’s not 

right or wrong, 

just different. 

Russian people 

are subject 

to different 

pressures, 

so it pays to 

understand the 

mindset: perhaps 

you might wish 

to be less hasty 

in telling all of 

your rejected 

candidates the 

bad news… until 

your new man is 

actually behind 

his desk.

4.

Offset the high 

attrition rate 

by investing 

in training, 

empowerment 

and company 

culture as part of 

your attraction 

and retention 

plans. Russian 

workers are 

voracious learners 

and they will 

commit totally 

to training. At 

Nike we had the 

advantage of 

a brand with a 

strong emotional 

pull: heroism, 

promise, sporting 

endeavour. We 

made very sure 

we hired people 

who had this 

‘Nike fit’ and 

rejected some 

candidates with 

near-perfect CVs 

for this reason: 

the ethos needs 

carrying into 

everyday life and 

transmitting to 

others. People 

who ‘get it’ are 

more likely to stay 

and a team who 

identify with the 

emotional factors 

behind what 

you do will work 

better together. 

So don’t sell your 

soul: trust your 

values – money 

isn’t the only 

answer because 

in the end there is 

always someone 

who will pay more 

than you.



5. 
Russia is not 

Moscow, nor is 

it Moscow plus 

St Petersburg, 

though this is 

undoubtedly a 

good starting 

point. The 

vastness, across 

some 13 time 

zones, is hard 

to grasp. For 

start-ups the 

sweet spot is 

the European-

facing side 

which, whilst still 

geographically 

vast, offers more 

manageability: a 

more established 

supply chain and 

fewer time zones, 

for example. 

100m of the 140m 

population are 

here, including 

some 10 or 11 

cities with over a 

million people. 

6.

If you stay away 

from so-called 

‘strategic 

industries’ like 

oil and gas, 

things are more 

likely to be 

straightforward.

7.

Keep tight control 

on credit and 

security of credit 

– use reputable 

banks for bank 

guarantees and 

do real due 

diligence on other 

banks. 

8.

Start out with 

the objective to 

run the business 

both directly and 

indirectly, 100% 

transparently and 

cleanly and stay 

on bearing all the 

way, on both big 

issues and small. 

Absolutely no 

deviation. This 

may cost you 

speed and even 

business but it is a 

small price to pay 

for staying off the 

slippery slope. 

Being whiter than 

white gives you 

solid foundations 

for defending 

yourself in other 

areas – see point 

14, for example.

9.

Ensure you 

have in place 

additional checks 

and balances 

for awarding 

contracts. The 

length of contract 

and value 

amounts should 

be smaller than 

customary in 

other countries. 

Carry out regular 

internal audits.

10. 
That said – and 

accepting that 

Russia is still 

relatively non-

transparent and 

non-European as 

defined by how 

the (say) French, 

German and 

British outlook 

has changed 

over the last 30 

years – don’t be 

offput by the 

strong perception 

of corruption: 

the perception 

is far worse than 

the reality and 

the negativity 

is largely 

perpetrated by 

managers based 

outside the 

country and not 

on the ground.

11.

Have all contracts 

in dual languages, 

as although the 

Russian will take 

legal precedence, 

the signatory 

and indeed any 

internal auditor 

will likely be 

a non-Russian 

speaker.

12. 
Proactively work 

with authorities 

such as the State 

Customs and 

other relevant 

ministries 

– it shows 

professional 

respect and it 

pays dividends. 

At Nike we 

achieved many 

things through 

building an open 

and frequent 

dialogue, 

including 

improved security 

at borders against 

counterfeit 

products, 

wider variants 

in declared 

importation 

values and 

‘simplified’ 

customs clearance 

status… bringing 

significant time 

and cost savings – 

these to name but 

a few.

13.

Have faith in the 

legal system – it is 

improving all the 

time and there is 

less corruption 

higher up the 

hierarchy of the 

court system. 

There is right to 

redress. There 

were times at 

Nike when we 

had to trust the 

courts – and that 

trust was repaid 

with the outcome.

14.

Don’t be 

intimidated 

by outdated 

practices from 

tax authorities 

– they can be 

successfully 

challenged 

through the 

courts. And it is 

intimidating! They 

have the right 

to access your 

premises and your 

files and do make 

their presence 

felt. If you are 

a manager you 

can be held 

accountable, so of 

course it can be 

unsettling. Hence 

the benefits of 

keeping things 

whiter than white. 

Keep calm, be 

patient, even 

provide them 

with their own 

office and accept 

that this is part 

of life. Caving in 

will solve nothing: 

you can be sure 

they will be back 

next year.

15. 
Respect the 

Russian consumer 

– they are one 

of the most 

knowledgeable 

in the world 

with regard to 

brands, products, 

features, benefits 

and prices. In 

my view they 

have a much 

deeper sense of 

what a product 

should do than 

the average Brit! 

Consumers are 

extremely brand 

aware and aspire 

to brands but 

they are not yet 

really brand loyal.

16. 
Intellectual 

Property Rights 

remain an issue in 

Russia. It’s not a 

realistic objective 

to eradicate it 

from the market, 

as the borders 

are many and 

the ‘industry’ 

well established. 

It is, however, 

reasonable to aim 

to considerably 

limit it and 

especially so 

in key markets 

and channels 

like organised 

retail and cities 

like Moscow. 

Working with the 

authorities does 

work. 



IT DOES SEEM THAT CHINESE TALENT HAS COME 
TO PERCEIVE, RIGHTLY OR WRONGLY, A GLASS 

CEILING EXISTING WITHIN WESTERN COMPANIES.

JUN  TAO WRIGHT

 Jun Tao Wright is Commercial Director – 
International/Asia Pacific – for Jeyes Limited. 
Previously she worked as the GM for SSL 

Healthcare (Shanghai) Ltd in China for over 
five years, quadrupling business revenue 
there with double-digit profit growth. 

Before this she spent 15 years working in 
the UK for various FMCG companies in 

senior positions within marketing. 

Jun was born and educated in 
China, but is a UK citizen and 

her background leaves her well 
placed to understand the 

complex problems currently 
facing international 

companies in China. 

Here Jun discusses the 
war for talent currently 
being waged there.
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JUN TAO WRIGHT

The Art of War 

Something’s up. Despite the fact that 
there is no more receptive nation than 
China, that most of the Fortune 500 
are there and that the Chinese are 
as inspired by both Western brands 
and Western business culture as ever, 
Western businesses in the country are 
being challenged as never before. In 
recent years the people required to 
make operations tick smoothly for them 
in China – talented bilingual middle 
management upwards – have become 
thin on the ground. Where have they 
gone? To where they’ll get ahead. To 
the Chinese private companies roaring 
past on the outside lane, hoovering up 
talent with the promise of enormous 
rewards, while the West sits stalled 
following the global recession. The war 
for talent is not going well. 

The problem begins with resources. 
You might think that China has an 
endless supply of human talent. But the 
language factor is crucial. All Western 
companies want to work in English, 
but English-speaking Chinese at a high 
standard are still not widespread. And 
finding excellent English speakers who 
also happen to be equally good at their 
job narrows things down even further. 
There are even less over-35's who have 
the required combination of skill and 
experience. So the selection pool is 
limited. Even before a boom in China’s 
private sector, the demand for this 
talent was already high.

Next: the Chinese are ambitious, 
especially the generation of 21-40 
year-olds. There are no scruples when 
it comes to discussing salaries, it’s an 
open topic of debate; a fact Western 
culture finds a little difficult to accept at 
times. So remuneration packages are 
never a secret and people are never 
slow to seek improvements in line with 
their peers: peer pressure is very strong. 
And if you’re in demand you hold the 
all the cards. 

CAREER, FOR OPPORTUNITIES

THIS IS THE ONE TRUMP CARDC
H

IN
E

SE
 T

A
LE

N
T 

IS
 H

U
N

G
R

Y
 F

O
R

 A
 M

E
A

N
IN

G
FU

L 

TH
A

T 
M

U
LT

IN
A

TI
O

N
A

LS
 H

A
V

E
 A

T 
TH

E
IR

 D
IS

P
O

SA
L



A few years ago there was already a fierce merry-go-round 
of company-hopping in search of bigger salaries – but at 
least this job-switching was largely restricted to Western 
companies. 21-40 year-olds were ambitious to be well trained 
and for that there was no better name to have on the CV 
than a Western company. Enter the ambitious and ever more 
successful Chinese private sector, looking to float itself on the 
NYSE. Western-trained personnel look just right on the books 
to give the impression of a house in good order. And these 
companies have incentives at their disposal the Western 
companies find difficult to match.

The sheer scale of growth in the Chinese private sector is the 
reason for this, because it brings massive pulling power. Even 
poor or average companies seem to be able to grow and 
make money. And as for the good ones, they’re very strongly 
placed in a bidding war, firstly for having ready resources 
to pay more and, secondly, for not having to balance 
recruitment and salary decisions against a long-established 
company culture. 

Take Suntech Power, the solar energy company founded by 
Shi Zhengrong in 2001 and floated on NYSE in 2005. It has 
grown by more than 100% every year since the start and is 
now the world’s largest solar panel company (amongst some 
fairly prestigious competition). Only a small fraction of its 
business comes from China, however, Suntech have been 
able to recruit the best talent from overseas to maintain their 
growth: all but two of their top executives are non-Chinese. 
There are countless other success stories, even if not quite on 
this scale. 

There’s another way to capitalise on growth if you are Chinese 
and ambitious, and that’s to learn and become well-trained 
with a Western company first, then put that learning to good 
use on a small, growing, private Chinese company, taking it 
through to an IPO. The salary tends to be lower, but all the 
incentives are tied up in share options and the rewards this 
way can be enormous. As one general manager put it: “I’m 
working 16 hours a day now, but this is going to save me 20 
years in the long-term.”

Perception is everything. And whilst the vastness of the issue 
makes it unwise to generalise, as there are always exceptions, 
it does seem that Chinese talent has come to perceive, rightly 
or wrongly, a glass ceiling existing within Western companies. 
The impatience to get ahead exacerbates the feeling. All 
of the top posts are filled by Westerners, often seen as a 
safe pair of hands for their experience. The attempts by 
Western companies to mitigate this by promoting from within 
have also been hampered by the pace of growth and the 
fierceness of competition, which makes training incredibly 
hard to accommodate. Shadow any general manager out 
there and you won’t believe the frenetic nature of the work, 
hour on hour, day on day: the rhythm and workload is 
relentless. People chase the growth and tomorrow is left to 
care for itself. And that’s where the problem lies. It has taken 
care of itself. Elsewhere. 

So how do Western companies compete? It’s not that 
Western business has lost its appeal. The process-driven 
approach, well-defined responsibility, autonomy and job 
satisfaction of Western organisations is inspiring for the 
Chinese. Western names have authority and inspiration. 
As with nearly all major brands in China, when we worked 
on Durex, the brand name itself on the package was what 
counted: the Chinese version of the name we left as small 
as possible – we didn’t want it mistaken for a Chinese local 
brand. The name moves people. West is good. 

It’s understandable that with such a shortage of talent, 
Western companies don’t want to move their Chinese 
management out of China, and we’ve already seen how 
circumstances are making promotion from within difficult 
even within China, but somehow this is going to need to 
be addressed. Remuneration and training these days just 
aren’t enough on their own (especially now much of the 
business philosophy has moved over to Chinese firms along 
with the personnel): a few foreign business trips abroad just 
doesn’t cover it. Chinese talent is hungry for a meaningful 
career, for opportunities, and this is the one trump card that 
multinationals have at their disposal. Those that readjust 
and have the nerve to play it and open up the channels from 
within, may be surprised to see the long-term benefits and 
talent-attractions properties it will generate. 

Secondly, there are other places to look other than mainland 
China and broadening the search worldwide will unearth 
great talent. Use international headhunters. There are many 
many talented Chinese people, often struggling in foreign 
job markets, capable of returning to their homeland to offer 
appropriate skills. The mix of local focus and international 
outlook is crucial.

Thirdly, expats who do come in need to find a way to work 
with the Chinese, not through them. To be accessible 
somehow, even if they don’t speak Chinese, so that they 
get to see the whole picture and get to the bottom of 
things. Whatever you do, don’t be a ‘god’ beyond reach. Be 
curious, be receptive and adaptable, and be flexible or get 
left behind. It goes back to the first point about opening up 
channels of meaningful career development, and this is part 
of that.

There is a case for other stratagems, such as being creative 
with the esteem that job titles bring, but these will not be 
unique to the West. In the end it’s common sense, the war for 
talent. It doesn’t require a manual. It requires understanding, 
it requires adapting to change, it requires addressing needs. 
I’ve been blessed to work for some wonderful Western firms, 
and it’s from this extremely privileged position that I can say 
that I feel the Western firms quickest to take the leap and 
back Chinese talent to the highest level will be the ones who 
turn that war for talent back in their favour.

*IS GOOD



THE COUNTRY IS EVOLVING SO, SO RAPIDLY, 
AT ALMOST DOUBLE-DIGIT GROWTH, ONLY 

SURPASSED BY CHINA. THE GLOBAL RECESSION 
SEEMS TO HAVE HAD LITTLE IMPACT.

LAT 19° 1’ N    LONG 72° 51’ E

SOHAIL ASSI

Sohail Assi is Managing 
Director for Smith & Nephew in 

India, where he has overseen 80% 
growth year-on-year (50% above the 

market rate) over the last two. 

Sohail has 16 years’ experience in the 
medical device industry, working in 

various markets in Europe, Middle East 
and India. 

Here Sohail talks of the importance 
of commitment, constancy and 

investment to success 
in India. 



SOHAIL ASSI

Repaid with interest

Brilliant, impressive, surprising, India… 
vast, diverse, incredible. It’s not for 
everyone, it’s true. It takes flexibility, it 
takes patience, it tests your resolve with 
its curious processes and own particular 
logic and can exhaust you with its 
relentless bombardment of the senses. 
But if you’re open-minded and you’ve 
something to give, whether you’re an 
individual or a company, and commit 
yourself fully to it, you will be repaid 
with interest.

The country is evolving so, so rapidly, 
at almost double-digit growth, only 
surpassed by China. The global 
recession seems to have had little 
impact. India enjoys a fairly stable 
political system, with a democratically 
elected government, unlike the 
centrally controlled system in China, 
and it also benefits from widespread 
use of English, a common factor 
helping bind businesses together that 
is not enjoyed this extensively by other 
Emerging Markets. Indians are highly 
informed, they use the internet to the 
full and they love their technology, 
which is very competitively priced and 
widely available. 

But if your business is high-quality 
supplies to the medical profession, 
the news is even better. First: the 
middle class is growing exponentially. 
Average income per capita is rising. 

More and more people are demanding 
better and better services. Second: 
government spending on healthcare 
is on the increase (unlike elsewhere!). 
Although this largely covers the basics, 
it still contributes to the system. Third: 
medical standards are excellent and 
improving. Some facilities are like five-
star hotels and would put the UK to 
shame and the skills of the doctors are 
incredible – I wouldn’t hesitate to have 
surgery here. 

Hence the evolution of a second 
revenue stream: medical tourism. India 
is number two in the world in this field 
after Thailand, but whilst Thailand is 
renowned for its cosmetic operations, 
some consider India as doing the ‘real’ 
medical tourism – cardiology, oncology, 
and joint replacements – driven by 
the superb cost/quality ratio. It’s not 
unusual to see people from the US 
or other parts of the Western world 
here for a joint replacement and when 
this is added to the already healthy 
local demand, the growth is easy 
to understand: 30% for the market 
segments in which we operate as a 
company. 



Reason for complacency? Anything but. Commitment is vital. 
One learns fairly quickly that Indians – for all the apparent 
chaos – value consistency, constancy and reliability if you’re 
doing business with them. And you are “assumed guilty” if 
your attention is perceived to be anything other than fully and 
totally on the job at hand, so underestimate the importance 
of constancy at your peril. Customer-focus, country-focus – 
they go hand in hand. 

Before India became part of the Emerging Market leadership, 
Smith & Nephew had little sense of focus here – we had 
committed resources to other developed markets, we’d be 
the first to admit that – we had no general manager here, 
for example, we didn’t run a coherent team and the little 
processes and basic functions that are vital to success weren’t 
in place. They need to be. Fundamental. Without them you 
can’t compete. Focus is everything. 

“Assumed guilty” then, we went on a long journey out of  
our way to “re-prove our innocence” – by which of course –  
I mean demonstrate our commitment, bring people to us, 
new clients and old alike and addressing this issue of focus. 
The way in which we invested in our position spoke volumes. 
People knew we were serious. 

First we brought in top-class talent, recruiting two or three of 
the very best people for key positions, individuals who knew 
the industry inside out and whose move to us was going to 
make a statement. We invested heavily in premium positions 
at medical conferences to build our profile, and in good 
office locations. We invested when others stopped during 
the recession and the vision to do this paid off. We invested 
in increasing our share of voice, doing good scientific and 
educational work with good people whose association with 
us brought us credibility and profile. We invested in training 
for healthcare professionals, increasing the pool of talent to 
help ease a bottleneck in the overwhelming demand. We 
invested in awareness programmes and in ensuring that our 
products added value to the Indian patients – if we can help a 
doctor perform a procedure in 30 minutes instead of an hour, 
everyone benefits. We invested in ensuring that our products 
were and continue to be right for India – “Indianised!” – 
whether that meant replacement knees better suited to 
Indian legs, or high-quality burns treatment – we invested. 
Invest, invest, invest.

All this investment has communicated that we care. And we 
do care. Our job is to heal people and we’re doing that and 
doing it well and continually better. This has converted itself 
into 80% growth year-on-year over the last two years – 50% 
above the market rate – with growth scheduled to be 60% 
in 2011. Our number of employees has gone from 79 to 120 
and we are budgeting for 175 by year end. 

The infrastructure is still a challenge, but improving. The 
bureaucracy still slows things up (carbon copy paper is 
still in use in some places, to a mixture of frustration and 
amusement!), and the pace of growth means that there are 
many ‘OK’ people, and very few excellent people. But that’s 
the advantage of building a good reputation – and all of 
that investment – attracting excellent people gets easier. We 
fight the tendency for people to take their talent overseas 
by recognising achievement and backing the best talent – 
paying over the odds for the very best if we have to. 

We don’t believe in ‘OK’, and we don’t believe in ‘job’, either. 
For us it’s a ‘career’, not a job, and that mentality takes you  
a long way.



LESLEY FEINBERG

Lesley Feinberg is Vice President of International 
Human Resources, Beckman Coulter Inc and  

leads a team of HR professionals based in over 
30 countries across Europe, Middle East and 

Asia Pacific. 

Over the past 20 years in IT and 
Healthcare, Lesley has established a 
track-record of success in aligning 

human resources to meet strategic 
business objectives in challenging 
work environments. Also highly 
experienced in working across 

complex geographical 
boundaries including China, 
Japan, India, Europe, USA 

and the Middle East.

Here Lesley outlines 
how understanding 
needs can benefit 

all parties.

OUR EXPANSION INTO EMERGING 
MARKETS WORLDWIDE IS MARKET DRIVEN, 
SINCE THE DEMAND IN THESE COUNTRIES 

IS GROWING ALL THE TIME.
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OM BOTH SIDES SEES EVERYONE GAIN

AND MAKES THE MIX

Keep the good ones you’ve got! To us 
that seems the best possible starting 
point for recruiting in Emerging 
Markets. There’s an underlying truth 
behind it which goes on to better 
inform the recruitment process when 
you do look to expand and hire, but 
holds as good for our overall global 
policy as for any single individual in 
China, India or Brazil. Retaining people 
in a competitive market is based on 
understanding their needs and culture. 
A little insight and flexibility from both 
sides sees everyone gain and makes the 
mix of cultures deeply rewarding.

Take the big picture globally. Our 
expansion into Emerging Markets 
worldwide is market driven, since the 
demand in these countries is growing 
all the time. Don’t be fooled by the 
term ‘emerging market’ either – much 
of the new investment has led to 
brilliant high-tech hospitals and centres 
that, in places, feel more like hotels 
than medical centres and certainly 
put some of our UK facilities in their 
place. But even so, needs differ from 
market to market and it’s important to 
understand and answer that if we’re 
to succeed. We manufacture many 
different types of instruments for 
hospital labs and research institutes. 
Some of our large testing volume 
machines which are appropriate in the 
US would be inconceivable in some 
places in Turkey or Eastern Europe on 
the simple grounds of available space in 
the lab. So we provide feasible, smaller 
alternatives.

LESLEY FEINBERG

Positive diagnoses from the 
interface between cultures 



And the same flexibility and understanding works at the personal level. If you know why someone wants 
to stay with you, then it follows you’ll have a good idea why people might be attracted to you 

in the first place. We’re global, but we’re still a niche player and trade very strongly on 
our culture and the chance for development within it. Being creative in doing that 

gives us a competitive edge.

So we’re all ears. We listen to our employees. We’re good at being in 
touch with what’s important to our people, something which naturally 
varies between generations and national borders. For some it’s the 
training and learning they’ll receive, for others it’s their job title, 

for others it’s the chance to travel. We try to set the tone in HR, 
giving responsibility for innovative projects of an international 

nature to people ‘the next level down’. They get visibility, 
learn and remain engaged, we learn about our own people 

and retain them, bringing continuity and stability to the 
culture. Everyone wins.

The process of give and take is both ways. We need 
and expect people to fit in with our ethos – our strong 
ethics, leadership, integrity, teamwork and our search 
for the remarkable – this doesn’t change from market 
to market, it’s an unmovable constant. But within that 

there’s flexibility. The corporate language is English, for 
example. And whilst general levels are impressive, we think it’s right and fair that personal appraisals are 

carried out in an employee’s mother tongue.

The interface between cultures is a fascinating place. 
Take China, for instance. We focus on blending Western 
innovations with Asian approaches. Implementing 
some of our ideas for more experiential training and 
development programmes was something new for our 

Chinese employees, since the Chinese are more traditional 
in their approach to educational techniques. But as I say, it 

works both ways. No one who spends any amount of time in 
that Asian culture can fail to be impressed by its appreciation 

of balance and harmony, and its respect and treatment of 
people. What we’ve learned no book could ever teach us.

The difficulties come with roles where the talent is highly sought 
after. The big roles for us are key positions in scientific marketing, sales, 

service engineering and in regulatory affairs. Above all the challenge is 
to find people with a balance between the technical acumen required and 

the business and human awareness to apply it. The key is planning, looking 
ahead and also developing from within, and to make that happen we need the 

right people. For the really tough posts we come back to understanding again: this time 
finding people to partner with who are capable of understanding us. This is why we have such a 

strong relationship with Nichols. 



MARKETING WHICH AIMED TO CHANGE MY 
ATTITUDES HAD FAILED ME AND THIS IS ONE OF 

THE REASONS WHY I ENDED UP WORKING IN 
MARKETING AND WITH MARKETERS ACROSS ALL 

PARTS OF THE GLOBE.

LAT 51° 30’ N    LONG 0° 8’ W

THOMAS BAYNE

Thomas Bayne is President of 
Mountainview Learning. He leads 

a new type of firm that helps global 
organisations apply empirical evidence 
to their marketing and sales decisions. 

Thomas has a background in cognitive 
psychology and marketing, and has advised 
some of the world’s leading organisations. 

Here Thomas talks about how 
marketing is failing many businesses 

in the West and that companies 
should look to the East for 

some inspiration.



THOMAS BAYNE

Marketing is failing many businesses in the West. 
Time to look to the East for some inspiration.

Many moons ago the thought of 
spreading beeswax on my toasted 
bread at breakfast time conjured up 
all sorts of associations that ranged 
from, at best, anxiety to downright 
disgust. The idea that the bee could 
produce one of the most natural and 
valuable foods on the planet seemed 
irreconcilable with it being responsible 
for some of the nastiest stings 
imaginable. To persuade me to spread 
honey on my bread required something 
dramatic to happen. 

Ask any marketer how to tackle such 
anxieties and they will all come up with 
the same answer – we need to change 
your attitudes to bees – we need to 
replace your negative thoughts and 
feelings with more positive ones. We 
need you to love the bee and so on. 
Now here is the rub. 

It’s been proven time and time again 
that attitudes have very little impact on 
buying behaviour; however behaviour 
has a huge impact on attitudes. It’s 
obvious isn’t it; we tend to like the 
things we do and like the brands we buy. 
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Why is all of this important? Marketers 
are making a big mistake when they 
focus their strategies on changing buyer 
attitudes. They spend months and 
$millions each year in focus groups, in 
conducting usage and attitudes studies, 
in creating advertising that aims to 
persuade and in creating ‘meaningful’ 
points of difference. All of it is not worth 
a row of beans.

Next time you come into contact with 
anyone in your marketing department 
ask them why they are spending so 
much money on chasing rainbows. Ask 
them what evidence they have that 
attitudes drive behaviour. There is none. 
But it does keep lots of researchers and 
marketers in jobs (sorry guys and girls).

Attitudes have a very weak link to 
behaviour. So weak that a sensible man 
will ignore it! That’s because attitudes 
are formed in a different part of the 
brain to the part of the brain that makes 
decisions. Attitudes are formed in the 
pre-frontal cortex whereas behaviour 
is triggered by memories stored in the 
emotional or implicit centres of the 
brain – and the two don’t talk to each 
other very often. How was my own 
honey problem overcome? 

My mother was out of town one day. 
Our housekeeper was asked to make 
my meals during her absence. Not 
knowing of my dislike for honey she 
bought and prepared a sandwich with 
butter and lashings of honey. I was 
hungry and she had nothing else on 
offer. I just loved it. 

On hearing of the story Mum enquired, 
“I thought you didn’t like honey”. Well I 
didn’t but by now I realised that all this 
time I was missing one of life’s great 
pleasures. Marketing which aimed to 
change my attitudes had failed me and 
this is one of the reasons why I ended 
up working in marketing and with 
marketers across all parts of the globe.

It’s inevitable that when businesses look 
beyond their own shores to uncharted 
waters they look at it through their own 
eyes. But we know that our eyes tell 
us what we want to see, not what we 
should see. 

In 1998 P&G launched its Pampers 
brand into the Chinese market. Its 
analysis suggested that it needed to 
lower the cost of the product (cheapen 
it) to attract the Chinese consumer. The 
strategy, by their own admission, failed 
because the product didn’t perform 
very well (eg, on softness, or it didn’t 
stay up due to a cheap elastic band); 
P&G had not learned from its previous 
experience with hair care products that 
failed for the same reason. Cheapening 
brands is not the best way to introduce 
or grow them in any market and with 
today’s high-speed communications 
bad news travels fast. 

Pampers, the brand leader, has about a 
30% share of the $1.4bn diaper market 
in China, a market of about 40 million 
users. However only 5% of mothers 
use disposable diapers in China 
(compared to 95% in the US) so P&G 
is just scratching at the surface. The 
UK market is half the size of China with 
1.4m users.

The potential is enormous but I fear 
that a Western type strategy of trying 
to educate Chinese parents (that is 
change their attitudes) will slow down 
the speed of adoption for reasons 
explained earlier. 

If Western brand owners really want 
to influence what goes on in the East 
and other Emerging Markets then they 
must get their products into buyers’ 
hands, as P&G has done in India with 
single–serve sachets of Pantene and 
other brand owners have done in the 
toothpaste, cosmetics, skin creams and 
soaps markets. 

On the same theme, the Wrigley 
Company launched its gum products 
into the Chinese market (in Guangzhou 
in 1989) and its Chinese business is 
already its second biggest market 
worldwide. It will probably overtake 
the US business some time soon. Their 
strategy is clear; get the product in 
people’s hands. 

Around 10,000 distributors, mostly on 
scooters, deliver to every distribution 
point imaginable. You can buy one 
or two sticks of gum or get free gum 
instead of your loose change from 
vending machines (as in Vietnam). 
Wrigley’s products have become a form 
of currency in some markets and its 
success is now well documented. 

The key to success in marketing, as I 
learned at a young age, is to get your 
product into people’s hands. You can 
do this by making it easy for them to 
buy (through sampling, through single 
serve, through trial packs) and easy for 
them to see by increasing its physical 
availability (anywhere where they might 
expect, or sometimes least expect, to 
find your product).

For the last 10 years or so the interest 
has been on what the West can teach 
the East – more than ever I’m convinced 
that we in the West can learn a lot 
by studying success in the successful 
strategies in the East and Emerging 
Markets. The message is simple; give 
your potential customers the chance 
to experience your products and good 
things will start to happen for you.
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HOW PEOPLE SHAKE YOUR HAND, 
LOOK YOU IN THE EYE, CONDUCT THEMSELVES; 
WHAT THEY EXPECT OF YOU, OF THE COMPANY, 

OF THEIR JOB – IT’S ALL DIFFERENT.
GIANNA                  

VAN NIEKERK 

Gianna Van Niekerk is HR Director 
for Kimberly-Clark’s Middle East, 

Eastern Europe & Africa (MEA) region; a 
region that has a $1billion sales turnover, 

double digit growth and employees based in 
over 14 countries with new geographies being      

explored constantly. 

Gianna, a South African Italian, has 19 years 
experience in Human Resources, most of which 

is in the Consumer Goods industry.  

Here Gianna talks about the importance 
of an international mindset in 

handling the pace of change in    
Emerging Markets.



GIANNA VAN NIEKERK

A healthy appetite for the new

It takes special people with a certain 
mindset. You’re breaking new ground. 
You’re establishing a presence in a 
completely new market, often from 
scratch: the people that help put the 
framework in place, build a project 
team, assign responsibility, oversee 
the setting up of legal, tax, payroll and 
human resources, and then grow it, and 
keep on growing it – these are people 
with special talents. 

In Emerging Markets the only constant 
is change and the rate of change is 
breathtaking. Nothing ever stands still. 
And so, whilst we have operations in 
35 countries, sell our brands in over 
150 and employ nearly 56,000 people 
worldwide, in some of these quickly 
developing regions such as Africa, 
Eastern Europe and the Middle East 
the growth is so strong and rapid that 
it takes extraordinary adaptability and 
open-mindedness, not just on behalf of 
the individuals on the ground, but from 
other areas of the company too.



For example, planning methodologies can’t take as their 
model the relatively strong currency and low inflation of, say, 
the UK if they want to succeed. The model has to be more 
fleet of foot: exchange rates can change on a weekly, if not 
daily, basis; inflation can throw cost estimates in the space 
of months. There is no ‘one size fits all’ solution, no blanket 
approach: every day and every market has its issues and 
idiosyncrasies. Curiously, this is one of those rare situations 
where the newest parts of a 138 year-old global company 
need to push back against the establishment and even, in 
some instances, show it the way if it is to thrive.

Down on the ground what’s acceptable or even desirable 
in one place may have negative connotations in another. 
How people shake your hand, look you in the eye, conduct 
themselves, what they expect of you, of the company, of their 
job – it’s all different.

We look for key positions to be filled by people with an 
international outlook. People who are preferably from 
the country in which we are operating, or have strong 
associations with and understanding of it – but who have 
picked up experience in the West and possibly elsewhere. 
And whilst this experience is invaluable, and whilst it is  
true that ‘you do not know what you do not know’, in fact  
it’s not necessarily specific knowledge that is the benefit  
of such experience.

When things really matter, what we’re looking for is a highly 
refined instinct, for often that’s what’s needed most when the 
brilliant decisions are made. Of course, whilst experience, 
training and even contacts are great to call on, just as vital are 
the personal resources that bestow the capacity to make the 
best decision. When things are changing constantly and the 
ground is forever shifting under your feet, instinct can be the 
difference between a good leader and a great one.

It follows naturally that the truly great candidates are those 
with a real and active appetite for something new: new tastes, 
new cultures, new ideas, new lands. People who are active in 
that, who have a passion for it, are invariably ideally suited to 
this work. That’s not to say that someone more passive in this 
regard won’t do a good job, not at all – many people will  
go (and do perfectly well) if the job demands it, whilst  
being quite content where they are. But the robustness that 
comes with attraction to change undoubtedly stands people 
in good stead.

It’s common sense. The flexibility and hunger for the new goes hand in hand with 
the demands of the job. You build up your workforce to 200 say, but within five 
years you’ll be looking at 500 employees or more, swapping a $300m turnover to 
$1bn in that time. At that stage it’s a totally different operation, requiring totally 
different skills. Of course, it’s the groundbreaking nature of the work itself that often 
attracts the right calibre of candidate: this is the exciting opportunity within these 
markets. Here you have all the advantages of global experience and leverage, 
but in a growing and local environment that demands that you are creative in 
developing your own strategy. It’s a thrilling place to be.

The right candidates set the tone for everything – planting seeds, if you like, with 
a vision for how the garden will turn out, because the growth is so quick it’s just 
not possible to move everything in wholesale. We develop and recruit for the 
long-term, progressively integrating the local workforce, but listening and adapting 
all the while. The corporate values remain the same, for instance: authentic, 
innovative, accountable, caring. But we’re intelligent enough to understand that 
these things can be expressed in different ways around the globe and encourage 
each country to find a way to do that is real and relevant to itself. 

And yes, of course the right candidates are hard to come by. Politics and history in 
places such as Eastern Europe and South Africa leave holes in the labour market 
where entire generations didn’t travel or weren’t educated due to discrimination 
and these are obstacles to be overcome. When it comes to finding the really key 
people, every single service provider who has ever delivered me exactly what I 
wanted has always been a smaller firm of a personal nature – crucial. 

Nichols is no exception. Perhaps their flexibility matches the market and our own 
need for it, but their level of understanding of our needs is extraordinary, no 
doubt helped by the fact that I’m given a single, personal point of contact (Roger 
himself). Next for us is Map & Track – we’re growing so fast that we can’t develop 
our internal talent quickly enough, even with a stack of programmes, and so this is 
going to be a new but vital resource for us. As I said, nothing stays the same. You 
have to love it, or it shows.



PEOPLE ARE KEY, SO THIS IS ONE AREA THAT 
SHOULD NOT BE COMPROMISED FOR THE SAKE 

OF SPEED. IT’S BETTER TO HAVE SHORT TERM 
CONTINGENCY PLANS IN ORDER TO GET THE 

RIGHT PERSON IN THE LONG TERM. 

AKOS TATAR

Akos Tatar is Business Unit Director 
Emerging Markets Vision Care,           

Bausch + Lomb. 

Akos has had some 17 years’ experience 
in Emerging Markets, working for 

over a decade for the likes of Mars 
(Masterfoods) and Coca Cola in 

Consumer Goods before moving 
into Consumer Healthcare 

(OTC) with Pfizer/Johnson & 
Johnson. This involved setting 

up business units across 
a number of countries in 

Eastern Europe. 

Here Akos talks about his 
five-pronged approach 

for dealing with 
the uncertainty of 

Emerging Markets.

LA
T 

51
° 

25
’ N

   
 L

O
N

G
 0

° 
18

’ W



AKOS TATER

That certain something

MAKE A DECISION 
AND MOVE ON IN 

ORDER TO STAY

Big corporates love certainty. 
They seek to avoid risk, manage 
it or at least minimise it in their 
investments… But in Emerging 
Markets it isn’t always possible to 
validate concepts: a lack of reliable 
information sees to that. So, there 
comes a point when it’s best to make 
a decision and move on in order 
to stay ahead of the competition. 
It’s the 80/20 rule. To mitigate 
risk, you create milestones to 
measure progress and be prepared 
to adapt your plans if needed.  



There are five key building blocks 
to success, beginning with people. 
People are key, so this is one area 
that should not be compromised for 
the sake of speed. It’s better to have 
short term contingency plans in order 
to get the right person in the long 
term. The key positions, at least in 
healthcare, are in regulatory, selling 
skills and marketing, probably in that 
order. The attributes I mainly focus 
on are attitude, passion, drive and 
energy. Skills can always be learned.

The next building block is in-store excellence. 
For this we use an acronym, AVR – availability, 
visibility and recommendation. In Emerging 
Markets, there are many non-traditional 
distribution channels and means for extending 
availability, meaning that original and ‘out 
of the box thinking’ has good potential for 
increasing access for the consumer. The 
types of stores are different compared to 
the West, with a lot more independent 
pharmacies and optical stores as opposed to 
large chains. This means more potential for 
in-store presence, but more legwork, since 
fewer stores are covered by a single deal, 
and so typically your field force is bigger. 
Often it is as important to sell the entire 
category as much as your individual brand.

And finally: innovation is 
essential… not just product 
innovation, but a culture of 
innovation right down to 
the smallest details: what 
can we do differently and 
better? In Emerging Markets 
there is one thing that you 
can say for certain: if you 
don’t take the initiative 
yourself, someone else will.

Fourthly is healthcare professional support. 
Healthcare professionals value their 
independence and can be reluctant to be 
seen to be supporting an individual brand. 
However, it’s often necessary to build a 
category as well as a brand and it can be 
very effective to work with leaders in their 
field (Key Opinion Leaders) to do this. For 
example, a Key Opinion Leader can provide 
support for a category or an issue, eg, the 
importance of using fresh contact lens 
solution every day without their needing 
to support an individual brand. Healthcare 
professionals may agree to publicly support 
a brand if they are free to state their personal 
opinion and genuinely believe the brand is 
different and beneficial to their patients. 

The third building block is customer activation. This 
is probably the area most impacted by the limited 
supporting information available, since little data 
and research exists on consumer habits, desires 
and usage. It is very important to move quickly and 
be ahead of the curve rather than wait to find the 
complete supporting data. So, for example, a TV 
commercial with say 80% instead of 100% effective 
copy is better than no commercial at all. Very often, if 
something has worked in Western Europe, it will work 
in Emerging Markets as there are more similarities 
than differences between the consumers in these 
markets. It can be more productive to go big and bold 
with one brand than spread your resources across a 
number of brands. Digital technology and the internet 
also offer opportunities to activate consumers. 
The internet has eroded barriers and the speed of 
adaptation to innovation in Emerging Markets is 
much quicker than the West. A creative strategy 
using digital and social media can deliver results. 



TODAY WESTERN MARKETS ARE SATURATED 
AND HIGHLY COMPETITIVE, AND THE POOR 
ECONOMIC CLIMATE, CURRENT LEVELS OF 

GOVERNMENT DEBT AND WELFARE CUTS HAS 
FORCED OUR WHOLE INDUSTRY TO REASSESS. 

LAT 46° 23’ N    LONG 6° 14’ E

 
JOZEF TOURNEL

Jozef Tournel is Director Talent 
Sourcing, Merck Serono. “Living 

science, transforming lives” is Merck 
Serono’s ethos. 

Jozef has 20 years multi-industry and 
multi-regional HR experience. He is a talent 
management expert with a particular focus 

on the Emerging Markets (Asia Pacific, 
CIS and Middle East & Africa).

Here Jozef explains how             
this translates to    

Emerging Markets. 
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JOZEF TOURNEL

A prescription for progress
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Medical and pharmaceutical innovation 
has always gone hand in hand with 
answering patient needs. In developed 
markets we tend to take the presence 
of advanced medical treatment for 
granted. What the world is waking 
up to is just how Western developed 
medicine simply hasn’t reached patients 
yet in all Emerging Markets.

As if that wasn't enough of a stimulus, 
today Western markets are saturated 
and highly competitive, and the poor 
economic climate, current levels of 
government debt and welfare cuts has 
forced our whole industry to reassess. 

At Merck Serono we have taken a 
proactive conservative approach to 
stability for various reasons, but across 
the Pharma / Biotech industry some 
60,000 jobs have been lost in 2010. 
Looking to Emerging Markets has 
rapidly become desirable for both 
humanitarian and economical reasons.

Let’s take just one example, China. 
Just 3% of a vast population there 
have access to prescription drugs. It’s a 
figure hard to comprehend. Well over 
1.2 billion people, a huge chunk of 
the world’s population in one country 
alone that has never come close to 
experiencing the relief these products 
can offer. The problem of an 'ageing' 
population has led to a rise in demand 
for neurological drugs, for example. 
We are an important player in this 
therapeutical area. Of course it makes 
sense to bring our expertise within 
reach of these people, both business 
and medical sense.



The interesting thing is how this comes 
to bear on our corporate culture and our 
recruitment. Our outlook is humanitarian, 
our aim to transform lives of patients, and 
this runs through everything. This is itself 
international, it translates readily to every 
language. To have a presence in China 
answers that aim, but so does our presence 
elsewhere. Our strength is the power of our 
specialisation and a working environment 
that lets initiative shine to make that goal 
possible. 

On one level this ethos running through our 
thinking makes it easy to inspire and attract 
people, whatever the market. But it’s give 
and take – we look for people who have a 
good degree of international outlook – this 
makes us more united and more adaptable 
as a global entity. This means there are no 
borders when it comes to recruitment: we’ll 
look anywhere to find the talents we need.

In Emerging Markets we’ve had to be 
more creative to find the right talent. We 
recruit in four areas typically: commercial 
positions, operational positions, support 
roles and some scientific profiles. On the 
whole in Emerging Markets we’re investing 
more heavily in commerce and support, 
although now we are recruiting for research 
expertise for our new RD hub in Beijing. 
One of the key challenges is language, 
because in regions like Latin America and 
China, for example, English isn’t as widely 
spoken as you would expect sometimes. 
The language and an international outlook 
are important to us. But there are many 
Latin Americans in Europe, there are 
many Chinese in Australia and throughout 
South-east Asia, people who are attracted 
to the idea of returning home. They can be 
found. The trick is to be creative where and 
how you look.

What has changed is how proactive we 
have become, looking to match our 
strategy to the market to avoid ups and 
downs. Forward planning is also vital for 
really key positions, where competition 
for talent is intense, and Nichols has been 
great for us in this sense, especially for 
senior commercial positions in Europe. 
In the last two years we’ve known exactly 
what we wanted and where, and got into 
a good position very early. Some jobs 
will attract hundreds of applications the 
second they go up on our website and we 
wouldn’t need help, but others need long 
term planning over years, and Nichols’ 
innovation and creativity has been valuable 
in this area. 

Overall though, I would say that we have 
developed a carefully considered global 
recruitment policy that works for us. The 
strategy has five dimensions: workforce 
planning, developing our ‘employer brand’ 
as Merck KG (as opposed to Merck & 
Co), creatively broadening our sourcing 
channels, improving our selection processes 
and then last, but not least, measuring our 
performance in these key areas, by tracking 
qualitative KPIs on a quarterly basis.

I believe the model works for Emerging 
Markets just as for developed ones, the 
key is to adjust the emphasis to suit each 
position and each market. The aim is simple: 
perform optimally across the company, which 
means getting the right people in the right 
place at the right time and for the right price. 
Everything serves that aim.



IN MOVING MARKETS, WE SEE MOVEMENT 
AS POSITIVE. WE LOOK TO MOVE OUR GENERAL 

MANAGERS BETWEEN POSTS, WHICH KEEPS 
A FRESH CURRENT OF IDEAS FLOWING 
THROUGH ALL OF OUR OPERATIONS, 

AND ALLOWS NEW THINKING TO DEVELOP. 
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KARIN WIERINCK

Karin Wierinck has been VP 
HR & Communication, International 

Operations for Novo Nordisk since 2006, 
covering Latin America, Far/Near East, China, 

Russia/ex-USSR, Africa, and the Gulf… overseeing 
$1 billion in sales and 15-17% sales growth. 

Novo Nordisk is a Global Healthcare company with 
87 years of innovation and leadership in diabetes 

care. The company also has leading positions within 
haemophilia care, growth hormone therapy and 

hormone replacement therapy.

Here Karin talks about how adapting your 
business model and outlook to reflect a 
constantly changing environment can 

reap great benefits.



KARIN WIERINCK

If they can move, you can move too

“What’s next, what’s next, what’s next?!” 
– that’s Emerging Markets! It’s true that 
the sense of certainty and the rules 
which companies feel bound to (and 
comforted by) in the West just don’t 
seem to exist and function in the same 
way elsewhere, but that doesn’t mean 
you can’t evolve a mindset and model 
to match. For us the key to this is how 
we have nurtured and marshalled our 
internal talent and organisation to the 
world in which we operate. If it’s pace 
of change that defines these markets, 
then make change part of your culture; 
if they can move, you can move too. 

But how does this work in practice? 
Firstly we’re a reasonably flat 
organisation, which makes decision-
making quicker and communication 
and response times much sharper. 
This structure allows us to reorganise 
and fine-tune on an ongoing basis. It 
also makes it easier to be open and 
accountable, far more open than in 
other places I’ve worked. There is real 
access to directors here: questions do 
get answered and people like that. 
We’re a very egalitarian culture – very 
Danish – and in some markets this can 
be highly attractive when set against 
local competition.



We add strength and continuity to that flexibility by 
promoting and developing heavily from within, again more 
than in other companies in my experience. When we recruit 
we take special care to ensure the candidate will fit our 
culture, and then when we see talent, potential and this 
strong sense of fit, we invest heavily in it. Typically at the top 
level we bring in very few people from outside, preferring 
to trust the people that we have developed: some three 
quarters of our appointments are made in this way. This 
makes our culture very attractive when we do recruit.

We try to offer our employees a 'life-changing' career. 
People want to feel a sense of progress in their career and 
so whether it is laterally, vertically or geographically we work 
hard to give them that sense of moving forward. It’s important 
to be strong on training. Even if they don’t go anywhere, 
and, of course, we hope they don’t, it’s undoubtedly true that 
people like to know they have and can continue to develop 
the skills that keep them employable. 

In the West, companies tend to have their predetermined 
structures, posts that need filling and boxes that need ticking. 
Our approach, when it comes to senior-level key people 
in Emerging Markets, is to turn things around and look to 
build our operations around our talent, which allows them to 
flourish. We aim for a good balance: some roles, like market 
access and sales directors must be local people, other roles 
like the general manager or medical director need to draw on 
our corporate culture and are usually expats.

And in moving markets, we see movement as positive. We 
look to move our general managers between posts, which 
keeps a fresh current of ideas flowing through all of our 
operations and allows new thinking to develop. 

It can be fascinating. One of our Danish managers, for 
example, spent several successful years in India. Business 
there is undoubtedly frenetic, multitasking, pushy, and whilst 
perhaps the Indians would say he was not ‘hardcore’ enough, 
over his time there he has clearly integrated their practices 
into his own work ethic – now he is in Russia, where his instant 
impact has caused quite a stir. There, if anything, he is too 
hardcore! He’s a highly skilled person and will, of course, find 
the right note to hit as he did in India – the truth is always 
somewhere in the middle. The point is how people learn 
and adapt, which makes them better equipped to deal with 
change.

We’ve become a highly international and very diverse unit, 
but this diversity in itself is not something we’ve consciously 
sought out, it’s just happened to us through our way of 
working. At our headquarters in Zurich we have some 35 
staff comprising 22 nationalities. This undoubtedly makes us 
something of an anomaly when you consider the organisation 
as a whole: it is still a proudly Danish organisation, and 45% 
of the 30,000+ workforce are based in Denmark. Even the 
key executives in our area of the business are international 
in flavour, with only 3 of 11 being Danish. People do come 
back here to Zurich for short periods, or training – ‘pit stops’ 
we call them. But never for long. Zurich isn’t, after all, the 
real world. Our affiliates – that’s the real world! “What’s next, 
what’s next, what’s next…”



A step ahead of the rest

All headhunters will tell you the key is 
knowing where to go. And it’s a great part 
of it. But many don’t realise that it is 
timing – and the investment of time – plus 
the manner in which you approach people 
that really makes the difference…

People aren’t always comfortable changing 
their lives at the drop of a hat. But what 
if you’ve planted the seed and let it 
grow over time? Change is easier if you’re 
prepared.

People may not know or trust your company 
and its culture – change means risk. But 
what if they’ve been kept informed and 
involved? What if, bit by bit, they’ve come 
to know, trust and like you? Much easier 
to move then. The balance shifts in your 
favour.

Successful people are busy people: they 
don’t have time to look for a job. But what 
if someone is doing that for them?

Your company has a long term plan. It 
knows it is going to expand. Why try and 
fill 10 positions in a rush, when you can 
start a more strategic process now? Why tie 
yourself to commissions, when you can have 
access to a pool of people for a flat rate, 
regardless of how many or few you choose to 
employ.

How do we do this?

We conduct search campaigns for high-
potential executives in the functions and 
geographies that interest you.

We conduct interviews and select high-
potential executives who are interested in 
a career with your company. 

We manage the candidates that you 
eventually want to join you and together we 
manage a relationship with them for up to 
three years. 

We keep them informed, educated and 
motivated to ensure a pool of candidates is 
always available for recruitment.

This pool would be guaranteed at a minimum 
level and you can take your pick whenever 
you have a need.

What is the purpose of Map & Track?

To create for you an external talent pool 
as a market comparison and pipeline support 
for your internal talent planning process.

To ensure that high-potential candidates 
are available to fill the inevitable gaps 
that appear in your middle to senior level 
management team.

To help you identify and benchmark high-
potential world class talent across broad 
geographic boundaries and in different 
functions.

To attract candidates who are highly 
successful, not seeking an immediate role 
but interested in strategically managing 
their careers for the long term. The type 
of candidates you would not normally be 
talking to.

To enable you to become an employer of 
world class talent and stay ahead of your 
competitors.

How does this help you?

It means you have a sustainable flow of high 
potential candidates who are available for 
recruitment at anytime.

It saves on management down time, as you 
don’t have to wait for the completion of a 
recruitment exercise every time you have a 
vacancy and it saves on total recruitment 
costs. Key people in critical functions can 
be replaced quickly when needed.

You recruit as many candidates as you want 
from the pool; no traditional recruitment 
fee is paid.

A flexible fixed cost budget spread over 
three years is negotiated to suit your 
needs.

You are able to confidentially keep track of 
high potential candidates.

It enables you to build relationships – a 
courtship before the marriage.

You can achieve incalculable cost savings 
compared to traditional recruitment fees.



A glance at the business 
headlines or “a look in your 
own back yard” will show 
that many companies are 
expecting (and are already 
experiencing) major growth 
in the Emerging Markets. 
Many are already posting 
significant profits.

Development indicators 
from the World Bank show 
that India and China have 
recently enjoyed high single 
figure GDP growth compared 
with less than 1% from more 
mature markets such as the 
UK and the US.

Our own observations show 
that many CEOs are now 
relentlessly focussed on 
getting the leaders of 
tomorrow embedded in their 
organisations and are 
allocating the resources 
necessary to achieve this. 
International businesses 
need to commit to hiring 
local talent that can 
operate effectively within 
their targeted key Emerging 
Markets – embracing ethnic 
diversity. 

Developing high potential 
talent in the West and 
relying on these being 
internationally mobile is 
very risky. Local talent 
is both accustomed to 
and skilled in operating 
in a different cultural 
environment and is hungry 
for opportunity and success.

Organisations are having to 
re-think how they look for 
local talent. To re-assess 
the way in which they 
recruit and develop talent 
for Emerging Markets. To 
become more innovative and 
forward thinking to secure 
tomorrow’s talent.

We strongly advocate 
the need for developing 
pragmatic and integrated 
thinking when it comes 
to talent management — 
specifically in identifying 
future hiring needs in the 
Emerging Markets. This is 
happening in earnest in some 
organisations whilst others 
are still playing catch-up… 
Critical positions need to 
be clearly identified ahead 
of time. There needs to be 
a resourcing strategy and 
plan in place to support 
how business needs will be 
successfully met.

Brand building will be 
essential for companies 
looking for strong local 
talent. Candidates want to 
be closely identified with 
the brand of the company 
they work for. If an 
organisation has no or very 
little public awareness, 
and the product offering is 
limited, then recruitment 
will be more challenging. 
Identifying your unique 
features and developing a 
compelling reason for high 
potential talent to join 
you will be key. Leverage 
your recruitment partner’s 
networking and expertise to 
help promote your brand or 
corporate message throughout 
the candidate recruitment 
process in order to attract 
and pull in the best.

The ‘one constant’ is 
certainly change and having 
heard from some of our 
clients, we would welcome 
your views on the Emerging 
Markets. Please feel free to 
e-mail me, Gavin McCartney: 
gavin@nicholsconsultancy.com
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