[image: image1.jpg]sbe

Institute for Small Business
& Entrepreneurship



Institute for Small Business & Entrepreneurship 

7-9 November 2007 - Glasgow, Scotland


Facilitating International Entrepreneurship through Developing a Global Mindset 

Olga Muzychenko, Lecturer
 Adelaide Graduate School of Business, the University of Adelaide
Level 3, 233 North Terrace, Adelaide, SA 5000, Australia
Tel:  (+61 8) 8303 4517  E-mail:  olga.muzychenko@adelaide.edu.au
Website: http://www.agsb.adelaide.edu.au

Objectives: The objective of this paper is to explore how entrepreneurship education can contribute to facilitating international entrepreneurship - “the discovery, enactment, evaluation and exploitation of opportunities - across national borders - to create future goods and services” (Oviatt and McDougall, 2005, p. 540). The importance of this paper is supported by wide recognition of the contribution to the economy made by entrepreneurs and acknowledgment by policy makers that international entrepreneurship is a significant vehicle for such contribution (Westhead, 2005). 

Prior Work: This research builds on behavioural, cognitive and multidimensional theoretical paradigms and empirical evidence in the fields of entrepreneurship and management. The constructs utilised in this research include, but are not limited to, ‘global mindset’, ‘entrepreneurial cognition’, and ‘entrepreneurial competencies’. Concepts from different disciplines are synthesised to advance our understanding of the process of international entrepreneurship at a personal level of analysis.

Approach: The paper incorporates an extensive literature review that captures available theoretical advancements and empirical evidence in the field. Currently a complete theory of international entrepreneurship does not exist and, therefore, it is deemed methodologically sound to adopt a conceptual approach at this stage. 
Results:  A concept of a ‘global mindset’ has a legitimate place in international entrepreneurship research. Entrepreneurs need to possess a ‘global mindset’ related competencies in order to successfully cope with challenges and exploit opportunities presented by globalisation. Current Australian postgraduate tertiary degrees in Entrepreneurship do not incorporate the development of these competences into curriculum. Recommendations are made as to how this should be addressed. The limitation of findings is bound by a conceptual nature of this research. In recognition of this limitation a suggestions is made to undertake exploratory qualitative studies that could generate hypotheses for future quantitative research in the field.
Implications:  This study has implications for entrepreneurs (the need for new competences is stressed), practitioners and educators (suggestions to improve education and training curriculum), and researchers (directions for further research). 
Value: Entrepreneurship education is recognized as an effective vehicle to stimulate entrepreneurial activity.  Its objective is to equip prospective and actual entrepreneurs with competencies that improve new venture performance. Meanwhile, defining content of entrepreneurship education should be based on advancements in entrepreneurship research. This paper attempts to close some gaps in international entrepreneurship research. We introduce a concept of a global mindset into the field; identify entrepreneurial competencies that need to be developed within the education system in response to globalisation; and present recommendations as to how this can be achieved.
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To be trained is to be prepared against surprises, and to be educated is to be prepared for surprises.

Stephen Rhinesmith 
Introduction

The interest of policy makers is to establish ways to increase entrepreneurial activity in the society and maximise wealth creation through supporting those who contribute significantly to national economy. Empirical evidence suggests that ventures with an international scope of operations perform better than those that concentrate on serving domestic markets only (Austrade, 2002). Further, the ventures that internationalise early, appear to have high growth aspirations and are likely to exhibit overall faster growth (Autio et al, 2000; Oviatt and McDougall, 1995). Therefore, it merits encouraging international entrepreneurship. Indeed, governments provide various forms of assistance (market research grants, networking grants, matchmaking with potential business partners from abroad etc.) to entrepreneurial ventures that seek expanding internationally. Entrepreneurship education and training is another important avenue to stimulate international entrepreneurship. The question arises how can entrepreneurship education contribute to facilitating international entrepreneurship?

The objective of entrepreneurship education is to provide a vehicle for a structured and formal development of entrepreneurial competencies (Alberti et al, 2004). Entrepreneurial competence is commonly defined as the set of knowledge, skills and abilities that enable an entrepreneur to successfully perform the job role (Baum et al, 2001; Chandler and Hanks, 1994; Man and Lau, 2000; Man et al, 2002). Currently there is a body of research that provides some insight into what competencies entrepreneurs should possess for successful venture creation and growth (Man and Lau, 2000; Man et al, 2002) and how entrepreneurship education and training providers should go about assisting perspective entrepreneurs in developing these competencies (Hills and Lumpkin, 1997; de Tienne and Chandler, 2004; Muzychenko, 2006).

It is argued in this paper that there currently exists a gap in relation to understanding the process of international entrepreneurship and related competencies. This is probably because from the methodological perspective international entrepreneurship research is currently characterised by a lack of process studies (Zahra et al, 2005) and under- utilization of the individual entrepreneur/entrepreneurial team as the unit of analysis (Westhead, 2005). Especially, there is the need to shed more light on the entrepreneur’s sense making mechanisms and socio-psychological process variables such as, for example, mindset (Zahra et al, 2005). 

Mindset is a cognitive construct and its relevance to the field of entrepreneurship is warranted due to the proven applicability of an of Information Processing Theory in looking at thinking, reasoning and information processing mechanisms behind discovery, evaluation, and exploitation of opportunities (Baron, 1998; 2004; Buzenitz and Lau, 1997; Forbes, 1999; Gaglio, 2004; de Koning, 2003; Mitchell et al, 2000, 2002, 2004; Simon et al, 2000). Meanwhile, a concept of mindset and its role in exploiting cross-border opportunities has received an ample attention in international management literature (Levy et al, 2007).  According to Gupta and Govindarajan (2002), it is a special type of intelligence that allows an individual (and a company) to scan and interpret the dynamic global environment so as opportunities available internationally are identified and exploited. This special type of intelligence requires a global mindset.  Both conceptual (Levy et al, 2007; Gupta and Govindarajan, 2002; Paul, 2000; Maznevski and Lane, 2004) and empirical studies (Kefalas  and Neuland, 1997; Nummela et al, 2004) in the field provide a valuable insight into the dimensions of this construct and offer frameworks designed to assist in developing this capability at both personal and organisational levels (Gupta and Govindarajan, 2002; Estienne, 1997; Maznevski and Lane, 2004). 

Learning a global mindset means acquiring a set of specific competencies. It is argued in this paper that these competencies are highly related to the process of international entrepreneurship. We look at the Australian experience to see if postgraduate Entrepreneurship degree programs deliver in this regard.

A Concept of a Global Mindset 

A concept of mindset was developed in the field of cognitive psychology to understand how people make sense of surrounding world and select actions in interacting with their environment. Mindset is a way that the given subject is perceived and evaluated (Fisher, 1988).   Rhinesmith (1992) defines mindset as “a predisposition to see the world in a particular way that sets boundaries and provides explanations for why things are the way they are, while at the same time establishing guidance for ways in which we should behave” (p. 63). 

Cognitive psychology has established the following:

1. Human cognitive system has a limited capacity to absorb and process information (Baron, 1998).

2. Mindset delineates a person’s set of cognitive filters that guide what information is absorbed and how it is processed (Gupta and Govindaran, 2002). 

3. Differences in mindsets explain why some people see what others do not see (Rhinesmith, 1992). 

4. Mindset exists in a form of structured knowledge or schemas that emerge from real-life experiences (Glaser, 1984). 

5. Cognitive schemas develop through either assimilation or accommodation (Furth, 1970). Assimilation allows for absorbing new information that is consistent with a current schema and can either leave schema unchanged or refine it. While accommodation is about absorbing information that does not fit into the existing schema and leads to a change in this current cognitive structure. Hence, mindset is a dynamic construct because cognitive schemas can develop and evolve while learning from experience (Paul, 2000).

6. Change in a mindset is possible provided the current cognitive schema is clearly articulated and its limits are identified (Maznevski and Lane, 2004). 

A notion of a global mindset emerged in the field of international management as a part of research on cultural aspects of international environment and internationalisation of the firm (e.g. Perlmutter, 1969). Cultural perspective on global mindset was later developed by Adler and Bartholomew (1992), Estienne (1997), and Maznevski and Lane (2004). These authors look at a global mindset as a capability that allows for understanding of diverse cultures and cultural effects on ways of doing business on the one hand and adapting oneself to generate behavioural responses that allow for effective conduct of business globally on the other hand. 

A different theoretical angle in understanding a global mindset was adopted by a group of authors who see it as a capability to manage global environmental complexity through developing cognitive properties (e.g. conceptualisation and contextualisation)  (Bartlet and Ghoshal, 1989; Gupta and Govindarajan, 2002; Kefalas, 1998). For example, Gupta and Govindarajan (2002) define a global mindset as “openness to and awareness of diversity across cultures and markets with a propensity and ability to synthesise across this diversity” (p. 117). 

Finally, there exists a multidimensional perspective on understanding this phenomenon (Rhinesmith, 1992, 1995; Paul, 2000; Levy et al, 2007). Rhinesmith (1992) believes that global mindset is about scanning and interpreting the world from a broader perspective with a purpose of discovering unexpected trends and opportunities to achieve our personal, professional and organisational objectives. While Levy et al (2007) provide a more comprehensive definition of global mindset as “a highly complex cognitive structure characterised by an openness to and articulation of multiple cultural and strategic realities on both global and local levels, and the cognitive ability to mediate and integrate across this multiplicity” ( p. 244). The latter definition is adopted for the purpose of this discussion. According to Levy et al (2007) global mindset shapes a person’s cognitive structures in a way that information is acquired from variety of sources, evaluated without regards to its cultural or national origin, synthesised and then incorporated into the decision making.

Of a special interest in the context of this paper is the set of global mindset competencies. Competence is a dynamic phenomenon that consists of inputs (antecedents), process (behaviours) and outcomes (performing task to the accepted standard) (Man et al, 2002, Mole et al, 1993). Rhinesmith (1992) elaborated on global mindset antecedents and corresponding processes and outcomes.  His ideas are summarised in a Table 1 below: 

Table 1: A global mindset personal characteristics and corresponding competencies 

	Personal characteristics
	International management competencies

	Technical, business and industry knowledge on a global scale;
	Management of competition due to constant global scanning for knowledge and information;

	Conceptualisation at both specialised and holistic levels; intuitive right-brain combined; with analytical left-brain skills;
	Management of complexity due to looking at adversity as opportunity. Contradictory forces and ideas are appreciated as a source of creative potential contained in reconciling the opposites;

	Flexibility in adapting to rapid changes in the environment;
	Management of adaptability due to creating an organisational culture responsive to constant change

	Sensitivity to cultural diversity;


	Management of teams due to valuing diversity and interdependence of team members and being sensitive and flexible in understanding and meeting needs of diverse team members;

	Making judgement intuitively when inadequate information is available; 
	Management of uncertainty due to perceiving change as opportunity 



	Reflection and seeking constant improvement through lifelong learning.
	Management of learning due to being open to rethinking boundaries, finding and accepting new meanings, and changing behaviours. 


Source: adapted from Rhinesmith (1992)

In the next section of this paper an attempt is made to establish the role of a global mindset for international entrepreneurs.

A Global Mindset and International Entrepreneurship

The following definitions from the field of entrepreneurship research are adopted in this paper:

· entrepreneurship is alertness to previously unnoticed opportunities (Kirzner, 1973);

· entrepreneur is “everyone who starts new business…who perceives an opportunity and creates an organization to pursue it” (Bygrave, 1997, p.2).

· international entrepreneurship is  “the discovery, enactment, evaluation and exploitation of opportunities - across national borders - to create future goods and services” (Oviatt and McDougall, 2005, p. 540).

In order to position the concept a global mindset in the field of international entrepreneurship it is necessary to understand the content of entrepreneurial process from the personal perspective. Behavioural dimensions of entrepreneurial process include opportunity recognition (Kirzner, 1973; Baum et al 2001), risk-taking (Knight, 1921), innovation (Schumpeter, 1934; Drucker, 1985), and organization creation (Vesper, 1993, Timmons, 1994; Bygrave, 1997). Entrepreneurs perform these task effectively due to their prior knowledge and experience, cognitive properties used to process these knowledge and experience (e.g. creativity in finding innovative solutions;  use of cognitive short-cults in risk evaluation and decision making), the scope and quality of social networks and self-efficacy (Ardichvili et al, 2003). 

To date there is very limited empirical evidence that sheds light on how a global mindset is linked to recognising opportunities internationally, identifying, assessing and managing involved risks, and accessing resources, skills, knowledge and ideas available globally (Mathews and Zander, 2007; Gupta and Govindarajan, 2002; Levy et al, 2007; Nummela et al, 2004). However, conceptual advancements in entrepreneurship research allow for elaboration. Dimensions of entrepreneurial process appear to be valid per se regardless of geographic scope of operations of a new venture but international entrepreneurship requires certain competencies to handle cross-cultural influences (Muzychenko, 2005, 2006). Further, some authors (Ulijn and Gould, 2002; Florida, 2001, 2002, 2005; Tung, 2006) see cultural diversity as a source of creativity and innovation for a Shumpeterian type of entrepreneur who combines productive resources in new ways (Shumpeter, 1934). But it is an individual with a global mindset who is more likely to interpret information in innovative ways (Khan, 2006; Levy et al, 2007).

Indeed, the framework derived from the work of Rhinesmith (1992, 1995) can be extended to include entrepreneurial tasks and competencies. The synthesis is provided in the Table 2 below: 

Table 2: A global mindset personal characteristics and entrepreneurial tasks and competencies
	Personal characteristics

(Rhinesmith, 1992)
	International management competencies (Rhinesmith,1992)
	Entrepreneurial competencies 

	Technical, business and industry knowledge on a global scale;
	Management of competition due to constant global scanning for knowledge and information;
	Opportunity identification (knowledge acquisition)

	Conceptualisation at both specialised and holistic levels; intuitive right-brain combined with analytical left-brain skills; 


	Management of complexity due to looking at adversity as opportunity. Contradictory forces and ideas are appreciated as a source of creative potential contained in reconciling the opposites;
	Opportunity identification (processing knowledge; creativity and innovation)

	Flexibility in adapting to rapid changes in the environment;
	Management of adaptability due to creating an organisational culture responsive to constant change;
	Organisation creation

	Sensitivity to cultural diversity;


	Management of teams due to valuing diversity and interdependence of team members and being sensitive and flexible in understanding and meeting needs of diverse team members;


	Organisation creation (accessing resources, skills and knowledge)

Opportunity identification (accessing ideas)

	Making judgement intuitively when inadequate information is available; 
	Management of uncertainty due to perceiving change as opportunity 


	Risk taking

	Reflection and seeking constant improvement through lifelong learning.


	Management of learning due to being open to rethinking boundaries, finding and accepting new meanings, and changing behaviours. 
	Self-efficacy


Given the fit between a global mindset competencies and the process of international entrepreneurship, it is clear that it is an important capability for perspective international entrepreneurs. As such, its development should be incorporated in entrepreneurship education curriculum. In the next section we discuss how to teach a global mindset and briefly assess a response of Australian universities at the postgraduate education level. 

Developing a Global Mindset 

Cultivating a global mindset at a personal level is well discussed in the literature (Gupta and Govindarajan, 2002; Rhinesmith 1995; Estienne, 1997; Earley and Mosakowski, 2004; Maznevski and Lane, 2004). There is an agreement that personality traits and attitudes underpin a global mindset (Gupta and Govindarajan, 2002; Maznevski and Lane, 2004; Levy, 2007). These internalised (non-trainable) elements of the construct are curiosity and openness about world (Gupta and Govindarajan, 2002; Maznevski and Lane, 2004), tolerance of ambiguity (Maznevski and Lane, 2004), and willingness to learn and to adapt (Estienne, 1997).  Externalised (trainable) elements of a global mindset include:

· being self-conscious about one’s current mindset/cultural (Gupta and Govindarajan, 2002; Estienne, 1997); 

· possessing knowledge about other countries’ history and macroeconomics (Maznevski and Lane, 2004), other cultures (Gupta and Govindarajan, 2002) and  assumptions that drive business practices and behaviours in these cultures (Estienne, 1997); 

· understanding international context of doing business (Estienne, 1997, Gupta and Govindarajan, 2002); 

· international business and management skills (Maznevski and Lane, 2004; Gupta and Govindarajan, 2002); 

· and interpersonal communication and team management skills (Maznevski and Lane, 2004). 

Apart from knowledge and skills acquisition, development of a global mindset incorporates (a) building a comprehensive cognitive structure that guides the process of information selection and processing and (b) building a capability for constantly updating this cognitive structure once exposed to new experiences (Maznevski and Lane, 2004). Gupta and Govindarajan (2002) believe that cognitive diversity (schema change and development) is fostered through experience while knowledge and skill acquisition related to international business management, country specific history, culture, economy, and foreign languages occurs through formal education. A different point of view is advocated by Lane and Maznevski (2004) who suggest that a global mindset can be learned through a formal education provided the right combination of methods and tactics is selected to reach learning objectives. 

The most effective method in developing cognitive structures is experiential learning because it incorporates feedback (Kolb, 1983).   Kolb (1976) suggested a learning cycle model that outlines the sequence and the role of different information perception and information processing activities in the overall experiential learning process. According to Kolb (1976) we move from concrete experience to reflective observation. That provides foundation to abstract conceptualization, which then allows to act and experiment. To complete one’s learning one has to go though all four stages, hence different learning styles have to be adopted as we progress through the cycle. However, every learner has a personal preference for a particular learning style. A personal learning style is determined by one’s inclination to a particular way of information perception (doing or watching) and processing (thinking or feeling). Therefore the methodological approach conducive to learning a global mindset should include a variety of methods and materials to ensure that the learner goes through all stages of Kolb’s cycle and learning style preferences of all learners are catered for (Maznevski and Lane, 2004).  

It is argued in this paper that educational objectives and pedagogical tactics developed for International Management curriculum can be successfully adapted for teaching International Entrepreneurship. The summary is provided in the Table 3 below.

Table 3: A Global Mindset: Learning Objectives and Tactics

	Learning objectives

(Maznevski and Lane, 2004)
	Tactics relevant to International Management

(Maznevski and Lane, 2004)
	Tactics relevant to Entrepreneurship 



	Self-awareness: understand and describe one’s own schema.


	Exercises (including self-assessment) to articulate own values, cultural orientation and worldview.
	What values and cultural orientations shape your entrepreneurial drive and attitude to risk and uncertainty?

	Schema development through experience and feedback. 


	Understanding and appreciating diversity through experiencing the influence of different cultural context on one’s behaviour. 

Field trip abroad, immersion in another culture locally (interacting with cultural group different from one’s own), role plays, case studies.
	Concrete and vicarious experience that allows exposure to culture contingent entrepreneurial behaviours and any elements that surround the process of venture creation in different countries (Muzychenko, 2006). Examples may include networking and negotiating strategic alliances.

Interaction with local ethnic entrepreneurs.

	Develop ability to connect categories and exercise system (holistic) thinking.


	Exercises that force to connect various elements; to create a bigger picture.

(example: How contingent behaviours are related to universal ones).
	Learning to discover cross-border entrepreneurial opportunities by embracing local cultural and market structures and seeing new combinations as a result (Geursen and Dana, 2001).

Generating innovative ideas through combining opposing concepts (Ward et al, 1995) utilising “dilemma theory” and techniques by Trompenaars and Hampden-Turner (2000). This technique is geared toward developing ability to create wealth through reconciliation of conflicting cultural values.

	Ongoing development of one’s cognitive properties.
	Provide opportunities to apply learned competencies and continue development. 
	


Do Australian universities incorporate the development of a global mindset into postgraduate Entrepreneurship education curriculum? The answer is no. In Australia, 7 universities run postgraduate degree programs in Entrepreneurship and 6 universities offer an MBA with a specialisation in Entrepreneurship. 4 programs incorporate a standard Global Business Environment course as a core, 3 programs offer such course as an elective  and only one program includes a specialised ‘Globalising Business’ course for prospective entrepreneurs where one topic deals specifically with management of diversity and complexity.

The suggestion is to consider seriously the need for a global mindset competencies development. The approaches to curriculum design so as these specific competencies are cultivated can be either developing a specialised course within a degree program or infusing the relevant material into traditional courses (Cant, 2004).

Conclusion

Entrepreneurship education is recognized as an effective vehicle to stimulate entrepreneurial activity.  The objective of this paper was to explore the new ways for entrepreneurship education to contribute to facilitating international entrepreneurship. 

Content of entrepreneurship education should be based on advancements in entrepreneurship research. This paper attempts to close some gaps in international entrepreneurship research. Concepts from different disciplines are synthesised to advance our understanding of the process of international entrepreneurship at a personal level of analysis by introducing a concept of a global mindset into the field and identifying entrepreneurial competencies that can be fostered through development of a global mindset. It is argued that cultivating a global mindset is necessary to prepare aspiring entrepreneurs to deal effectively with new challenges of increasingly borderless operating environment.
Global mindset’ is a dynamic cognitive capability that can be learned (Maznevski and Lane, 2004). However, current Australian postgraduate Entrepreneurship education does not incorporate the development of global mindset competencies into curriculum. It is proposed to address this deficiency by injecting relevant material into traditional courses or developing a stand-alone specialised course. 

The limitation of these findings is bound by a conceptual nature of this research. Adopting a conceptual approach is deemed methodologically sound because currently a complete theory of international entrepreneurship does not exist. In recognition of this limitation it is suggested to conduct exploratory qualitative studies that could generate hypotheses for future quantitative research to explore further links between a global mindset and the performance of international entrepreneurs. 
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