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Abstract 

National cultures influence expatriation at the company policy level, and they also affect the 

assumptions, values and behaviour of those individuals who are involved in the process. The 

doctoral study aimed to address the following objectives: 

(1) To determine what effects cultural differences have on expatriation practices at the 

company as well as at the individual levels; 

(2) To assess whether there is evidence for the convergence of expatriate practices among the 

countries included in the study; 

(3) To classify potential conflict situations in expatriate-local interactions in Russia; and 

(4) To determine which acculturation mode expatriates follow, and whether and how 

company practices facilitate an integrative mode of acculturation 

In Stage One a mail survey looked at the company level and examined the cultural influence 

on 136 multinationals' expatriate policies and practices in four countries: Germany, Japan, the 

United Kingdom and the United States. At first, descriptive statistics were calculated for the 

individual countries as well as for the total sample. Following that, I examined whether there 

was evidence for the convergence of expatriate practices. 

In Stage Two a qualitative field study focused on the expatriate assignment, and studied 

culture's effects on work interaction between expatriates and locals. The areas of inquiry 

included communication issues, such as using foreign language at work, the locals' use of 

telephone, written communication and presentations; and managerial issues, including 

motivation, providing positive and negative feedback. The 87 semi-structured interviews 

aimed to identify potential conflict situations in expatriate-local interactions as well as to 

assess the expatriates' and locals' acculturation modes. 

In order to be able to identify and analyse potential conflict situations, two models were 

developed: (1) The `Cultural Acceptability Model' is proposed as a tool for assessing the 

acceptability of individuals' behaviour from other cultures' point of view; (2) The `Model of 

Sources of Misunderstandings in Expatriate-Local Interaction' puts forward four factors as 

main determinants of conflict situations in expatriate-local interactions: cultural differences, 

economic developmental differences, the interacting parties' flexibility and openness to new 

cultures and the interacting parties' knowledge of each other's culture and language. 
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CHAPTER1 

SUMMARY OF THE DOCTORAL THESIS 

1.1 BACKGROUND 

Internationalisation 

The importance of international business has escalated since the 1990s. With the increasing 

competition and saturation of home markets, more and more companies have seen their future 

growth potential as coming from outside their domestic boundaries. Economic and social 

developments have made international expansion more necessary, and easier to accomplish. 

The fast-paced technological changes have facilitated this process. Production, marketing, 

finance and human resource management have increasingly been organised on a global basis. 

Culture 

According to Hofstede's definition, culture is `the collective programming of the mind which 

distinguishes the members of one human group from another' (Hofstede, 1980: 21). At the 

same time as internationalisation has become more widespread and important, the role of 

culture in international business has also become gradually accepted. By the end of the 1990s 

there was a well-established body of research on culture and its effects on management 

practices (e. g. Hofstede, 1980,1991,1994; Laurent, 1983,1986; Mendenhall et al., 1987; 

Trompenaars, 1993). A debate has also been initiated as to whether cultures and consequently 

management practices are likely to converge (e. g. Child, 1981; Ralston et al., 1997; 

McGaughey & De Cieri, 1999) in the world. 

Expatriation 

As multinational companies and their global strategies have become more complex and 

sophisticated, the importance of competent, flexible and internationally mobile employees has 

also grown. As a result, expatriation has become an area of management that has received a lot 

of attention from both researchers (e. g. Black et al., 1992,1999; Brewster, 1991; Dowling et 

al., 1998; Tung, 1982,1998a, b) and practitioners. 
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National cultures influence expatriation at the company policy level, and they also affect the 

values and behaviour of those individuals who are involved in the process. The expatriate- 
local interaction is affected by both the expatriate's and the local's own cultural assumptions 

and experience (Tajfel, 1978), which form the basis on which people categorise and interpret 

each other's behaviour (e. g. Weick, 1995). Basing her argument on acculturation theory, Tung 

(1993) asserted that, in order to achieve an optimal cooperation between expatriates and locals, 

both parties should strive for an integrative mode of acculturation. Combining the best ways of 

the two (or more) cultures and business practices would result in new ways of `doing things', 

which could provide the most appropriate and effective ways of doing business in the given 

situation and location. 

Developments in Russia 

In the 1990s Russia has undergone major economic and political changes. At the same time as 

multinational companies have been looking for new markets, Russia has opened up. As a 

result, numerous joint ventures and alliances have been formed between Russia and foreign 

countries. A number of these alliances, however, have proved to be unsuccessful (e. g. Barnes 

et al., 1997). While companies paid great attention to the financial and legal aspects of 

business, the cultural differences between nations were often ignored. Companies have had to 

learn the hard way that management techniques developed in market economies have to be 

tailored for the Russian market and culture. 

Personal motivation 

Having worked with expatriates and having been an expatriate myself, furthermore having 

been married to an expatriate for a number of years, I have been interested in finding ways to 

improve expatriate practices. Coming from Hungary has added the developing country's 

perspective, and reinforced my interest in the dyadic relationships between host country 

nationals and expatriates coming from developed countries. 

1.2 THE DOCTORAL STUDY 

1.2.1 Objectives/research questions 

The doctoral study set out to fulfil the following objectives 
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(1) to determine what effects cultural differences have on expatriation practices at the 

company as well as at the individual/interaction levels; 

(2) to assess whether there is evidence for the convergence of expatriate practices among the 

countries included in the study; 
(3) to categorise conflict situations in expatriate-local interactions in Russia; and 

(4) to determine which acculturation mode expatriates and locals follow, and whether and 
how company practices facilitate an integrative mode of acculturation. 

In order to address the above issues, the doctoral project consisted of two stages. 

Stage One (Figure 1.1) looked at the company level and examined the cultural influence on 

multinationals' expatriate policies and practices in four countries: Germany, Japan, the United 

Kingdom and the United States. The survey included 136 companies and covered the 

following areas: reasons for using expatriates, selection, training, preparation assistance (pre- 

assignment tasks), support in the location, appraisal, compensation (assignment tasks) and 

repatriation (post-assignment tasks). At first, descriptive statistics were calculated for the 

individual countries as well as for the total sample. Following that, I examined whether there 

was evidence for the convergence of expatriate practices. This analysis included a comparison 

among the doctoral study's country results as well as a comparison to previous research (Tung, 

1982). 

Stage Two (Figure 1.1) focused on the expatriate assignment in the host location, and studied 

the individual level of expatriation. Contingency theory suggests that there are no universally 

valid best management techniques, and therefore one has to examine specific situations under 

specific circumstances. Stage Two looked at how different cultural backgrounds affected work 

interaction between American, German and Japanese expatriates and Russian locals, 

concentrating on (1) communication issues, such as using a foreign language at work, the 

locals' use of the telephone, written communication and presentations; and (2) managerial 

issues, including motivating, providing positive and negative feedback. The 87 semi- 

structured interviews I conducted in Russia aimed to identify potential conflict situations in 

expatriate-local interactions as well as to assess the expatriates' and locals' acculturation 

modes. 
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Figure 1.1 The research project 
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In order to be able to identify and analyse the potential conflict situations, two models were 
developed. (1) `The Cultural Acceptability Model' is suggested as a tool for assessing the 

acceptability of individuals' behaviour from the other cultures' point of view. (2) The `Model 

of Sources of Misunderstandings in Expatriate-Local Interaction' is introduced, putting 

forward four main factors that affect the occurrences of conflict situations in expatriate-local 

interactions. 

In order to operationalise the above themes, the following, more precise research questions 

were asked in the doctoral study. 

Research questions: Stage One - Cultures' effects on expatriation at the company level 

In what way do cultures affect expatriation at the company policy level? 

(1) What are the main characteristics of leading multinationals' expatriate policies and 

practices in Germany, Japan, the UK and the USA? 

(2) What are the key similarities and differences between the German, Japanese, UK and 

US' companies' expatriate practices? 

(3) Is there evidence that expatriate management practices have been converging? 

Research questions: Stage Two - Cultures' effects on expatriation at the local-expatriate 

interaction level 

In what way do cultures affect expatriation at the expatriate-local interaction level? 

(1) What are the issues/problems that arise in expatriate-local interaction because of cultural 

differences? 

(2) Do the issues related to expatriate-local interaction differ in the case of American- 

Russian, German-Russian and Japanese-Russian interactions? 

(3) Do American, German and Japanese expatriates operate in the same way (e. g. by using the 

same management style and techniques) in Russia as they would in their home countries? 

Which acculturation modes do expatriates and locals follow? 

Regarding the expatriates' and locals' acculturation modes, two propositions are made. 

' The words `American' and 'US' are used interchangably in the dissertation, and they both are used as 
the adjective for the people of the USA. 
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Proposition 1 

In most cases expatriates will prefer the separation mode of acculturation. 

Proposition 2 

In most cases Russian employees will prefer the integration mode of acculturation. 

1.2.2 Research methods 

The research methods used for the doctoral study included: 

  literature review on expatriation and intercultural communication; 

  Stage One - quantitative mail survey of 136 multinationals; and 

  Stage Two - explorative qualitative study via 87 semi-structured interviews. 

1.2.3 Theoretical, methodological and practical contributions 

Theoretical contribution 

  The dissertation provides evidence for the debate on convergence theory by studying 

expatriate management practices of various countries. 

  The thesis contributes to the development of theory by 

- developing the `Cultural Acceptability Model', a model that helps to identify those 

potential conflict situations in expatriate-local interactions that are caused by cultural 

differences; 

- developing the `Model of Sources of Misunderstandings in Expatriate-Local 

Interaction', a model which assists to evaluate the factors affecting the occurrences of 

misunderstandings in expatriate-local interactions; and 

- posing propositions for the relationships of the factors included in the `Model of 

Sources of Misunderstandings in Expatriate-Local Interaction'. 
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Methodological contribution 

By developing the Cultural Acceptability Model the doctoral thesis suggests a systematic way 

of analysing expatriate-local interactions in order to identify those behaviour patterns that are 

culturally not acceptable for representatives of other cultures. 

Knowledge-content contribution 

The knowledge-content contribution of the thesis includes: 

  providing an up-to-date account of expatriate policies and practices in 136 multinationals 

in Germany, Japan, the United Kingdom and the United States; 

  increasing the knowledge on Russian business culture; 

  expanding the knowledge on an under-researched area of expatriation: the expatriate-local 

interaction. 

Practical contribution 

By analysing companies' and expatriates' practices, the doctoral study provides assistance for 

  the multinational companies as to how they could further the development of their 

expatriate management in general, and in Russia in particular; and 

  the individual manager, as to how s/he could improve her/his interactions with locals. 

Managerial implications can be found throughout the document. 

1.3 STRUCTURE OF THE THESIS 

The doctoral thesis consists of the following sections. 

Chapter 1 Summary of the doctoral thesis 

Chapter 2 Conceptual framework- Research questions and propositions 

The 'Conceptual framework' includes the literature review and the theoretical background of 

the research project, based on which research questions and propositions are developed. The 

subsections are the following: 
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(1) Categorisation and perception. There is an examination of how people make sense of 

their own as well as others' actions, and of how individuals perceive and interpret 

their world. 

(2) Definitions and dimensions of culture. The discussion is based on Hofstede and other 

scholars' works. 

(3) Expatriation. The main issues of expatriation are included. 

(4) Culture and expatriation. A short discussion follows as to what role national cultures 

may play in expatriation. 

(5) Convergence theory. The debate on possible convergence of cultures and management 

practices is introduced. 

Research questions - Stage One 

(6) Intercultural communication. Here the conceptual framework continues by looking at 

communication between two individuals who come from the same culture and two 

who come from two different cultures. Anxiety and uncertainty reduction, the contact 

hypothesis, different communication styles and the Whorfian hypothesis are 
discussed. 

(7) Acculturation theory. Acculturation theory is discussed, with an emphasis on the 

integration mode of acculturation. 

Propositions 

(8) Contingency approach. This approach serves as the rationale for looking at one 

specific country and at concrete situations during the field research. 
(9) Russia. This section provides a brief background, and discusses some of the research 

on management in Russia. 

Research questions - Stage Two 

Chapter 3 Research methods and research design 

Chapter 3 provides the rationale for choosing the research methods for the two stages of the 

project, describes the research designs, and outlines some of the methodological issues. The 

`Cultural Acceptability Model' is introduced. 

Chapter 4 Findings of Stage One - The quantitative survey 

Chapter 4 first describes the study participants' profile, then provides the main descriptive 

statistics of the survey project (Further results are attached in Appendix 5). This is followed by 

the analysis of the possible convergence of the participating countries' expatriate practices. 

Chapter 5 Findings of Stage Two - The qualitative field research 
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Chapter 5 contains the analysis of the areas examined in the field research in Russia, including 

communication and managerial issues. The analysis includes concrete business situations and 

identifies their potential conflict cases. 

Chapter 6 Synthesis of findings and conclusions 

Chapter 6 addresses the objectives set by the doctoral project. Conclusions are drawn based on 

the findings of both the quantitative survey and the qualitative field interviews. The `Model of 

Sources of Misunderstandings in Expatriate-Local Interaction' is introduced. 

Chapter 7 Limitations and future research implications 

Appendices 

Bibliography 
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CHAPTER 2 

CONCEPTUAL FRAMEWORK - 
LITERATURE REVIEW, RESEARCH QUESTIONS AND PROPOSITIONS 

2.1 CATEGORISATION, SCHEMAS, PERCEPTION AND STEREOTYPES 

The distinctive characteristic of social interaction among people is that human beings interpret 

or `define' each other's actions - that is our reality is understood through our perceptions. 

According to social identity theory, these interpretations reflect the norms and values of the 

dominant culture and our socialisation experiences within that culture (Tajfel, 1978; Tajfel & 

Turner, 1986; Turner, 1987; Triandis, 1994b). People categorise people and their experiences 

based on their previous experience and accumulated knowledge, and then link these categories 

into larger cognitive structures, or schemas. Things only make sense when they can somehow 

be fitted into a prior structure of understanding (Smith & Peterson, 1988; Weick, 1995), at 

least some of which also have emotive content. These cognitive structures guide our behaviour 

in various situations. 

According to self-categorisation theory, social categorisation emphasises the perceived 

similarity to the relevant `ingroup or outgroup prototype (cognitive representation of features 

that describe and prescribe attributes of the group)' (Hogg & Terry, 2000). In the process of 

categorisation of self and others, individuals may rely on stereotypes that may include any 

assumed characteristics of a group. Stereotypes are usually strong images in the mind. As 

Adler (1986a: 74) stated, `it would be easy to simply discredit stereotypes but one would 

rather label individuals as non-stereotypical than change a national stereotype'. While 

generalisations about differences, different group preferences for certain values and beliefs 

over others can aid communication among different groups, stereotypes can be harmful if they 

turn into self-fulfilling prophecies to simply confirm one's prejudice. 

2.2 CULTURE 

2.2.1 The concept of culture 

Culture is a complex concept and has been one of the most heavily debated topics in 

management (e. g. Hofstede, 1980; Jahoda, 1984; Rohner, 1984; Schein, 1996; Triandis, 
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1994a, b). While numerous studies have looked at different cultures, there is still no common 

agreement on how to define and operationalise this concept. The following are a few examples 

of definitions given by some of the influential scholars in the intercultural field. 

Hall (1976,1981,1983,1987) has analysed cultures by looking at different people's 

perceptions of various concepts, including time, space and the context of communication. 

Kluckhohm and Strodtbeck (1961) defined five dimensions of cultural assumptions: People's 

relationship (1) to the environment; (2) to each other; (3) to activity; (4) to time; and (5) to the 

basic nature of human beings. Kluckhohm and Strodtbeck stated that, while all varying 

positions may be present in any culture, each culture will have preferences for certain 

positions over others. 

Schein's (1984) model described different layers of culture. If one imagines three concentric 

circles or `an onion' (Figure 2.1), the inside layer consists of subconscious basic assumptions, 

the middle layer includes values, norms and beliefs, and the outer layer consists of 

manifestations such as behaviour and artefacts. 

In the cross-cultural field, the most widely accepted and applied theoretical framework is that 

of Hofstede (1980). He defines culture as `the collective programming of the mind which 

distinguishes one group or category of people from another' (Hofstede, 1980: 21). In his 

seminal work, Hofstede (1980) identified cultures as nations. 
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Trompenaars (Hampden-Turner & Trompenaars, 1993) analysed the reaction of different 

nationalities to the following dilemmas: universalism vs. particularism, analysing vs. 

integrating, individualism vs. communitarianism, inner-directed vs. outer-directed orientation, 

time as sequence vs. time as synchronisation, achieved status vs. ascribed status and equality 

vs. hierarchy. 

2.2.2 Hofstede's cultural dimensions 

The most widely accepted and referred to research is that of Hofstede (1980). Hofstede (1980) 

performed a large-scale study of IBM employees on various work-related issues, based on 

which he created a computer database containing the responses of 117,000 questionnaires 

collected in 66 countries. After having analysed this database, he identified four cultural 
dimensions along which different countries' values, and consequently management 
behaviours, vary. The four dimensions are the following (definitions taken from Hofstede, 

1980,1994): 

Power distance. This is the extent to which the less powerful members of institutions and 

organisations within a country expect and accept that power is distributed unequally. 

Uncertainty avoidance. This is the extent to which the members of a culture feel threatened by 

uncertain or unknown situations. 

Individualism/collectivism. Individualism pertains to societies in which the ties between 

individuals are loose; everyone is expected to look after herself or himself and her or his 

immediate family. Collectivism pertains to societies in which people from birth onwards are 

integrated into strong, cohesive in-groups, which throughout people's lifetime continue to 

protect them in exchange for unquestioning loyalty. 

Masculinity/femininity. Masculinity pertains to societies in which social gender roles are 

clearly distinct (e. g. men are supposed to be assertive, tough and focused on material success; 

whereas women are supposed to be more modest, tender, and concerned with the quality of 

life). Femininity pertains to societies in which these social gender roles overlap. 

Based on Bond's and The Chinese Connection's work, Hofstede (Hofstede & Bond, 1988) has 

added a fifth dimension: 
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Long-term/short-term orientation. This dimension seems to be particularly distinctive in the 

East, referring to the teachings of Confucius. Societies with long-term orientation tend to be 

future oriented, and emphasise values such as thrift and persistence. Societies with short- term 

orientation tend to be present oriented. 

2.2.3 Some of the issues raised when looking at the concept of culture 

The usage of the construct `culture' and Hofstede's study itself have both been the subjects of 

scrutiny. Schwartz (1990,1994) summarised these issues as follows. 

  Hofstede used nation as a surrogate for culture. The problem lies in the fact that nations 

may not be homogeneous, but may consist of several, fairly different cultural groups (e. g. 

former Yugoslavia, Canada). Therefore it is every researcher's responsibility always 

clearly to identify her or his sample (i. e. the exact cultural group under study), so that 

successive studies can build on the results. 

  Sample-related issues: (1) The socialist countries were missing from the sample. (2) The 

sample was based on only one multinational, thus was not representative of the respective 

nations. Unfortunately, given the nature of such big-scale studies, their requirements for 

extensive resources, such as international research teams, time, money, it is practically 

impossible to have a `perfect' sample. 

  The equivalence of the meaning of value items across cultures is questionable. Although 

this is a valid criticism, since equivalence is essential in international research, by now it 

has been confirmed that Hofstede's cultural dimensions - especially the 

individualism/collectivism dimension - serve as a good starting point for understanding 

the effects of cultures on management practices (Triandis, 1994b). Albeit on much smaller 

scales, Hofstede's study has been replicated a number of times - with Hoppe's study 

(Sondergaard, 1995) being the most extensive, including 19 countries. 

  Hofstede's value dimensions are likely not to be exhaustive. 

  Historical changes may have altered cultural values since Hofstede's study, hence the need 
for further research. 

Since Hofstede's original work (1980) numerous studies have used his dimensions for various 

culture-related analyses. Recently researchers have begun to call for a broader examination of 

culture, pointing to the need of analysing culture as a complex phenomena that consists of 

interrelated cultural dimensions (e. g. Earley & Gibson, 1998; Osland & Bird, 2000; Triandis, 

1996). 
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In this study culture is used as part of the conceptual framework and for discussion purposes at 

the analysis stage. 

2.3 EXPATRIATION 

2.3.1 Definition of expatriates 

In a multinational company - to a lesser or greater degree - each manager has to deal with 
different nationalities, whether the manager is `the home-based manager with a central focus 

on international markets and on overseas players; the multi-cultural team member, who works 

on a series of international projects; the internationally mobile manager, who undertakes 
frequent, short visits to numerous overseas locations, remaining loyal to the parent culture; the 

traditional expatriate, who carries the parent company culture but spends lengthy assignments 
in a limited number of host countries representing the parent company, or the transnational 

manager, who moves across borders on behalf of the corporation and is relatively detached 

from any single company HQ' (Storey, 1996). The doctoral research concentrated on 

expatriates who belonged either to the `traditional expatriate' or to the `transnational manager' 

categories. 

In most cases the literature agrees with the following definition of an expatriate (Brewster, 

1991): an expatriate is `an employee ... who is sent on a ... work assignment in a different 

country from his home country. The assignment ... 
is of a length which necessitates (if 

married) moving the expatriate's family (i. e. spouse and children) to the host country; and an 

employee who ... 
is compensated under expatriate terms and conditions, e. g. expatriate 

allowances, leave visits. ' 

At first, this definition has high face validity because it involves the major conditions (non- 

home country, partner, special compensation) traditionally associated with an expatriate. We 

may have to revisit this definition, however, for two reasons. 

  The definition describes the typical Western expatriate but potentially excludes other 

nationalities. Japanese expatriates, for example, very often leave their family behind for 

most or the entire period of the assignment (Kopp, 1994). 
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  Another factor is the changing pattern of expatriate compensation. In many companies 

increasing competition called for cost-cutting measures; thus companies have been 

considering or in reality have been cutting the expatriates' benefits. 

Since the doctoral research aimed to analyse the policies and practices that were guiding the 

careers of the `traditional' and the `transnational' expatriates, for the survey research an 

expatriate was defined as 

'an employee who is sent by her/his company for a work assignment to a country other than 

her/his home country for at least one year'. 

The field research did not want to exclude those foreigners working in Russia who were 

recruited in Moscow, therefore the definition of an expatriate was slightly different in the 

second stage of the study: 

`an employee who is working on an assignment in a country other than her/his home country 

for at least one year'. 

2.3.2 Why do multinationals use expatriates? 

Edström and Galbraith (1977) identified three reasons why companies send expatriates on 

international assignments: (1) to fill positions when there is a skill gap in the location; (2) for 

management development purposes; and (3) for organisational development. 

Filling positions. This category supposes a one-way flow between headquarters and local 

operations. Headquarters personnel go to the required country to fill skill gaps, according to a 

specific need. 

Management development. Any manager can be assigned to a management development 

posting. Both headquarters personnel and local personnel from other operations may be sent 

abroad to learn special competencies and/or to learn new management skills in a foreign 

environment. 

Organisational development. Organisational development can be enhanced by managers being 

sent from either the headquarters or any other operation of the company. Managers are 

transferred to various locations to foster both individual and organisational development. This 
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includes learning about organisational culture and international management skills, as well as 

enhancing their adaptability in various locations. An important aim of this transfer is to build a 

network of managers who can contact one another later in the course of their career in the 

company. 

The traditional expatriate was sent abroad to control the operation and to fill skill gaps, 

typically in an economically inferior country. While these reasons still hold today, more and 

more expatriates are sent abroad to enhance both individual and organisational learning (Adler 

& Bartholomew, 1992; Hamill, 1989). The destinations may be equally developed countries. 

As part of the internationalisation process, expatriates will continue to play an important role 

in the activities of multinational companies (Dowling et al., 1994). While it is difficult to state 

general trends, a UMIST study (1995) found that the number of expatriates is expected to 

increase in the emerging markets of the Pacific Rim, Central and Eastern Europe, South 

Africa, South America and India. 

The changes in the main purpose of sending expatriates have also brought about changes in the 

characteristics of expatriates. Traditionally expatriates used to be older, male, experienced 

executives, travelling with their family. Today's expatriates are younger, often single, and the 

number of female expatriates - albeit slowly - is growing (Brewster & Hegewisch, 1994). 

2.3.3 Female expatriates and dual-career couples 

Female expatriates 

In line with management positions in general, there are significantly fewer female than male 

expatriates. Although the number of women expatriates has been increasing (Brewster & 

Hegewisch, 1994), research shows that their proportion in the expatriate population is still 

very low (Adler, 1986b; Scullion, 1994; Tung, 1998a). In 1984 Adler estimated this figure to 

be under three per cent in the USA. The research of Florkowski and Fogel (1999), which 

included 250 expatriates worldwide, found that 12 per cent of the respondents were female. 

Tung's study (1998a) of 409 American expatriates and inpatriates included 13.9 per cent 

females. 

The most often cited reasons for the low number of female expatriates are the following (based 

on Adler, 1984): 
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(1) Women are not interested in expatriate positions. 

(2) The company does not want to send females. 

(3) The foreign operation would not accept female managers. 

The findings of studies that have looked at the above arguments are inconclusive. Adler's 

study of graduate students (1984) showed that women at the university level had just as much 

intention of going abroad as their male colleagues. Stroh et al. (2000) found that women 

seemed interested and were also likely to accept international assignments. It may be added 

though that Stroh et al. 's (2000) study also found that women with children were perceived 

less likely to go to a foreign posting than women without children. However, Lowe, Downes 

and Kroeck (1999) found that gender as well as the location of the posting were significant 

predictors in whether business students were willing to accept international assignments. 

Another argument is that certain countries, especially in Africa, the Arab world and Asia, do 

not accept female managers. To what extent this argument holds, is still open for debate. Adler 

(1987) found, for example, that women expatriates in the Far East were treated first of all as 
foreigners and only secondarily as women. They did not experience the discriminative 

treatment local women would. On the other hand, Stone (1995) found that in Korea and Japan 

female expatriates were not accepted well. 

As for the adjustment and performance of female expatriates, studies seem to show that there 

is no significant difference between male and female expatriates (Taylor & Napier, 1996; 

Caligiuri & Tung, 1999). 

Dual-career couples 

`It has been estimated that 70% of expatriate managers are members of dual-career couples, 
(couples in which both partners are employed and psychologically committed to their work)' 
(cited by Harvey, 1997). The `dual-career' phenomenon is one of the biggest expatriate 

management challenges companies have had to face recently (Harris, 1995; Harvey, 1997; 

Harvery et al., 1999). The number of dual-career couples may further increase for at least two 

reasons. (1) The traditionally female trailing spouse may want to keep her job for professional, 

economic or other reasons. (2) Traditionally more men work than women; thus with the 

increase in the number of female expatriates there will be more spouses who have a job to 

consider in the home location. 
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The initial reaction of companies was to give financial compensation for the job loss. As a 

next step, some companies are trying to improve the situation by increasing spousal assistance. 

Harvey et at. (1999) suggested the introduction of global mentoring programme for dual- 

career couples. 

2.3.4 The origin of expatriates 

There are three types of expatriates based on their country of origin and the destination of their 

assignments: 

  parent country nationals (often termed as home country nationals) - employees sent on 

foreign assignments from the multinational's headquarters; 

  third-country nationals - non-headquarters employees sent on foreign assignments to 

locations other than the headquarters; and 

  expatriates in the headquarters (inpatriates) - employees sent on foreign assignments to 

the headquarters 

Traditionally, parent country nationals were sent to fill expatriate positions. Recently, with 

growing internationalisation, the role of expatriates coming from other countries has been 

increasing. It has been questioned, however, whether this is a lasting trend, or even the `right' 

trend for all multinationals. Mayrhofer and Brewster (1996), for example, argue that 

ethnocentric staffing policies are likely to prevail in European companies. The reasons for this 

include the relatively easy and low-cost communication within Europe which also facilitates 

commuting assignments. This type of assignment may make it easier for expatriates to keep in 

touch with the headquarters, and it would also make re-entry smoother after the assignment. 

The growing importance of inpatriates in the internationalisation process has been emphasised 

by various researchers (e. g. Harvey et al., 1999; Harvey & Novicevic, 2000). 

Table 2.1 briefly describes the advantages and disadvantages of using parent, third- and host 

country nationals in subsidiaries. 
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Table 2.1 Advantages and disadvantages of using parent, third- and host country 

nationals 

Origin of expatriate Advantages Disadvantages 
Parent Country National   technical and managerial   difficulties in adapting to the 

expertise and competence new environment 
  familiarity with the home   family adjustment problems 

office's goals, objectives,   language difficulties 
policies and practices, thus   high costs 
ensuring good   blocking locals' career 
communication with 
headquarters 

  opportunity for control of 
subsidiary 

  management development 
  preferred when foreign 

(headquarters') image is 
desired 

Third-Country National   technical and managerial all the above 
expertise 

  if from the region, some 
knowledge of the foreign 
location 

  probably less expensive than 
PCN 

  management development 
Host Country National   familiarity with the   potential communication 

environment and business problem with headquarters 
practices owing to lack of company 

  lower costs culture knowledge 
  development of local   in developing countries - 

management potential lack of experience 
Inpatriate   gaining unique social and   difficulties in adapting to the 

cultural knowledge new environment 
  clarity in communication   family adjustment problems 
  providing a diversity of   language difficulties 

perspectives   employees from developing 
  having continuing contact countries - potential lack of 

with host country government experience 
officials, etc. 

  being able to combine the 
global and local perspectives 

" cost-saving 
  helping the organisation 

become truly global 

Sources: Banai (1992), Dowling and Schuler (1991), Hamill (1989), Harvey et al. (1999,2000) 
Negandhi (1983), Scullion (1991), Tung (1988a, b), and Zeira and Banai (1984). 
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As expatriation patterns are changing, some of the advantages have to be evaluated with 

caution. The advantages of technical and managerial expertise are, for example, based on the 

assumption that the expatriate's country is more developed than the subsidiary's. Although 

traditionally this used to be the case, in those locations where the country of assignment is as 
developed as the expatriate's home country, these advantages are not likely to hold. 

2.3.5 Success or failure 

Researchers studying the measurement of expatriate performance have pointed out the 

numerous difficulties related to it, including external influences, non-comparability of data 

between subsidiaries and the challenge of finding a team of evaluators that can fulfil the 

objectives set by the home operation as well as the local requirements (Black, Gregersen & 

Mendenhall, 1992; Dowling, Schuler & Welch, 1994). 

The definition of success has the same problems at the beginning of the 21st century as it had 

in 1974, when Tucker stated: `a so-called criterion problem exists, namely that success 

overseas has never been adequately described or measured'. 

The operationalisation of a successful expatriate assignment has proved a difficult task, and 

different researchers have used different constructs. To date, failure rate and adjustment have 

been the most widely used. 

Perhaps paradoxically, success of expatriate assignments has often been measured by the 

failure rate of these assignments. In turn, failure has been widely operationalised as premature 

return, even if this definition has obvious drawbacks. 

  Premature return may not be due to the failure of the expatriate. The operation may have 

ceased, the individual may have been needed on another assignment, etc. 

  Expatriates who stay abroad for their full term but are inefficient may cause more damage 

than the ones who return prematurely (Brewster, 1991). 

Brewster (1991) observed: when researchers refer to failure rates, `in most cases it is unclear 

where the figures originate'. Although numerous references can be found to high premature 

return rates, Harzing (1995), in her in-depth analysis of previous research concluded that 

`there has been no reliable large-scale empirical work on this subject for more than 15 years'. 

She referred to Tung's study in 1981. Tung's recall rates are shown in Table 2.2. 
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Table 2.2 Premature return rates in Tung's study (1982) 

Premature return rates US MNCs European MNCs Japanese MNCs 

<5% 7% 0% 0% 

< 10%* 24% 97%* 86%* 

10°/m20%** 69% 3%* 14%* 

Notes: * It includes the percentages of multinationals who reported 0-10 per cent failure rate. 
** In the case of European multinationals, it means 11-15 per cent; in the case of Japanese 
multinationals, I 1-19 per cent recall rate. 

Overall, it may concluded that American companies have had higher failure rates than their 

European counterparts (Brewster, 1991; Tung, 1982). As for the Japanese companies, it is 

difficult to draw conclusions since the concept of failure as premature return is probably not 

the right construct to use. The lower premature rate may simply be the result of saving face 

and the Japanese being more loyal to their companies. 

Looking at the reasons for expatriate failure, there seems to be an agreement, according to 

which the partners' or family's inability to adjust is the most frequently occurring cause for 

premature return, followed by the manager's inability to adjust (Edström & Galbraith, 1977; 

Stone, 1995; Torbiörn, 1985; Tung, 1981; Zeira & Banai, 1984). 

Adjustment has been mostly measured by the degree of personal well-being and satisfaction, 

while effectiveness has been operationalised in various ways, e. g. by the expatriate's ability to 

transfer skill and knowledge (Kealey, 1990). Many studies assess successful performance 

factors based on self-reporting, which represents the respondents' perception. For example, 

Kealey (1990) compared the judgement of performance reported by expatriates, by their peers 

and by the researcher. He found significant differences between the three groups' perceptions. 

2.3.6. Cost of expatriates 

Expatriate assignments are expensive. While the figures vary, there is an agreement that the 

international costs are considerably higher than those in the domestic business (Dowling et al., 

1994). Research estimated that `most assignments cost between two and three times the cost of 

the equivalent post at home. Assignments in the Pacific Rim, Central and Eastern Europe and 

India appear to be more expensive than those in other regions' (UMIST, 1995). 
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Failed assignments can be even more expensive. The costs that can easily be calculated 

include expenses related to the replacement of the expatriate: the job search, the move and the 

repatriation. Other costs are more difficult to estimate. These include: failed projects, lost 

business, damage to customer relations and possible disruption of the local office (Zeira & 

Banai, 1984). Costs occur also from the individual's point of view: possible damage to career, 

stress, potential health problems, conflicts in the family. 

2.3.7 Selection 

Selection criteria 

The most common way of determining successful selection criteria in research has been to 

draw up a list of skills and characteristics based on previous research and test their importance 

on various samples. In the following, reference is made to a number of studies. 

Torbiörn (1982) identified eight criteria: adaptability, language, motivation, level of education, 

social manners, family adaptability, medical status and status of the job. 

Kealey (1990) found the following six criteria common across the reviewed studies: empathy, 

respect, interest in local culture, flexibility, tolerance and technical skills. 

Mendenhall and Oddou (1985a, b) described three sets of cross-cultural skills: self-efficacy 

skills, relational skills and perceptual skills. 

According to Hays (1971), relational abilities increased the probability of successful 

performance. Soft skills were also rated important by the respondents of Barham and Devine's 

study (1991). The role of flexibility and openness in successful adjustment was emphasised by 

Black (1990) and Tung (1997). 

Baumgarten's review (1992, cited by Harzing & Ruysseveldt, 1995) identified over 80 

competencies based on which she developed a hypothetical profile for an expatriate. In a 

survey carried out in a Dutch multinational, she validated her profile. The six most important 

competencies were as follows: (1) leadership skills, (2) initiative, (3) emotional stability, (4) 

motivation, (5) ability to handle responsibility and (6) cultural sensitivity. 
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Birchall et al. (1995, cited by Harris and Brewster, 1999) found that the five top rated 

competencies for overall successful performance were: international negotiation, global 

awareness, international strategy, international marketing and cultural empathy. 

The `ideal selection criteria' may be influenced by who the subjects are of the study. Asking 

the same questions from the representative of the company conveying the company's 

viewpoint or the expatriates themselves may produce different results. In a UMIST (1995) 

study, for instance, the expatriates gave higher ratings to softer indicators than their companies 

did. 

While the lists of selection criteria may attempt to provide a general guideline as to what an 

`international manager should be like', the practical value of this lists is questionable 

(Brewster, 1991; Harris & Brewster, 1999). As Torbiörn (1994) observed, it is impossible to 

find anyone possessing all the qualifications listed, particularly as some are contradictory. 

It is interesting to note that `soft' skills seem important among the `ideal criteria' in the 

listings, yet they are typically not included in the company selection criteria (Harris & 

Brewster, 1999). In fact technical expertise (a `hard' skill) has been quoted as most important 

in a number of cases (e. g. Barham & Devine, 1991; Brewster, 1991; Welch, 1994). 

There are also views according to which candidates either do have the necessary personal 

qualities or they do not. Kealey (1990) concluded that `unless an individual first possesses 

certain personality characteristics and interpersonal attitudes, there can be no effective transfer 

of skills and knowledge to people of another culture, regardless of the individual's training or 

the surrounding circumstances'. 

Mamman (1995) argues that `some expatriates may be effective or ineffective by chance or 

birth, (based on ascribed rather than achieved characteristics). Therefore expatriates' `socio- 

biographical' background, such as ethnicity, age, nationality, educational qualification, 

profession (role) and religion, are noted as among the most significant factors that can impact 

intercultural effectiveness'. While studies look at situational and psychological factors, they 

seem to ignore the `socio-biological' ones. The only exception in this area has been gender. 

This is probably due to the fact that the role of women in management in general has become 

more articulated and researched. Why are other socio-biographical factors not extensively 

researched? The reason may be found in the nature of the cultures in North America and 

Europe, where the majority of the research originates. Because of the strong orientation 
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towards equality, analysing peoples' background may be considered as discriminatory. 

According to Adler (1986b): 'Cultural norms in North America encourage managers to blind 

themselves to gender, race and ethnicity and see people only as individuals and to judge them 

according to their professional skills. ' 

Selection methods 

Harris and Brewster (1999) recently found that most companies do not follow any systematic 

procedure in their selection. They identify their expatriates using an informal and closed 

system, where candidates are chosen from a few individuals who are known to the selectors 

and the criteria are determined by the preferences of these selectors. Harris and Brewster 

(1999) also call it a 'coffee-machine system', suggesting that a lot of important decisions are 

taken during informal chats in the companies' coffee-rooms, dining-rooms, etc. 

Although the technical competence is usually the major criterion for selecting people (e. g. 

Barham & Devine, 1991; Brewster, 1991; Welch, 1994), studies about successful expatriation 

suggest that a number of motivational and relational factors contribute to international 

effectiveness (e. g. Ronen, 1990). Yet, personality and psychology tests, and cross-cultural 

adaptability assessments are scarcely used (e. g. Forster, 1996; Scullion, 1994; Tung, 1981, 

1982). For example, researchers found that only 24 per cent of Scandinavian and 21 per cent 

of European firms relied on formal testing of relational skills (Torbiörn, 1994). The respective 

figures for US and Japanese firms were five per cent and zero per cent (Tung, 1988b). 

Despite the findings that indicate the importance of the spousal and the family adjustment in 

the successful expatriate assignment, companies do not seem to include the spouse in the 

selection process (e. g. Brewster, 1988). 

2.3.8 Training 

Methods and content 

There are various ways to categorise training activities. 

Gertsen (1990) categorised both training methods and content. Regarding methods, she 

differentiated between (1) traditional training that usually meant one-way communication. and 
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(2) experimental training that would involve the trainees. As for the content, she mentioned 

two, widely acknowledged categories: (1) cultaure-general and (2) culture-specific training. 

Mendenhall, Dunbar and Oddou (1987) have developed the following approach to training: 

  information giving approaches (e. g. factual briefing and awareness training); 

  affective approaches (e. g. role plays, critical incidents, culture assimilator training); 

  immersion approaches (e. g. assessment centres, field experience and simulations) 

Independently from the categorisations used, there seems to be an agreement among 

researchers that (1) the bigger the cultural distance between the two locations, (2) the higher 

the expected interaction with the locals and (3) the bigger the job novelty is, the more training 

and preparation are necessary. This approach was suggested as a contingency approach by 

Tung (1981). Mendenhall, Dunbar and Oddou (1987) also suggested the contingency 

framework, emphasising the length of the assignment as the third criterion rather than the 

magnitude of job novelty. 

Training and performance 

Cross-cultural training has been widely accepted as having a positive effect on the 

performance of expatriates. Earley (1987), for example, studied the effects of documentary 

and interpersonal training methods and found that they had additive benefits for the 

expatriates. Black and Mendenhall (1990) prepared a summary on `cross-cultural training 

effectiveness'. By reviewing empirical studies, they concluded that cross-cultural training had 

a positive effect on expatriate assignments. Naumann (1992) found that training reduced the 

turnover of expatriates. Deshpande and Viswesvaran (1992) concluded that training had a 

positive effect on the outcome of the assignment. Brewster and Pickard (1994) argued that 

`training is closely correlated with expatriate skills and expatriate performance'. 

Training in practice 

A number of studies agree that companies do not provide enough training for expatriate 

assignments (Black. 1988: Black & Mendenhall, 1990; Mendenhall et al., 1987, Tung, 1981. 

1988a, b). When they do provide training, it is usually comprised of some language training 

and a very short cultural training (Mendenhall et al., 1987, Tung, 1981,1988x, b). 
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One of the main recommendations in the training literature is to include spouses in the pre- 

departure training. The reason for this is that the partner's inability to adjust to the new 

circumstances has been the most frequently reported cause for premature return (Black & 

Gregersen, 1991h). Research shows, however, that spouses are often not included in training 

(Black & Mendenhall, 1989; Tung, 1982,1988b). A report of the Conference Board (Gates, 

1994) found that less than 50 per cent of the surveyed companies provided the spouse with 

language training and only one-third provided cross-cultural training for them. 

Some researchers (e. g. Kealcy & Protheroe, 1996) suggest that the reason for why companies 

do not provide more training is that the correct assessment of cross-cultural training is very 

difficult 

When looking at the relation between cross-cultural competencies and training, some 

researchers question whether all cross-cultural competencies can be acquired through training 

(e. g. Kealey & Protheroe, 1996). Leiba O'Sullivan (1999), for example, suggests that dynamic 

competencies, such as knowledge and skills may be taught through training, while stable 

competencies, such as ability and personality may not. 

2.3.9 Adjustment 

The international adjustment literature concentrated mainly on individual and non-work 

variables, and considered the degree of adjustment as outcome. 

An early contribution to the adjustment literature came from Oberg (1960), based on 

Lysgaard's (1955) U-curve theory. They discussed the following stages of the adjustment 

process (named `culture shock' by Oberg): 

  honeymoon stage: the expatriate is fascinated by the new culture; 

  culture shock stage: the novelty effect has worn out and the expatriate is frustrated and 

disillusioned: 

  adjustment stage: the expatriate is adapting to the new environment; and 

  mastery stage: the expatriate is effectively functioning in her/his environment. 

It is interesting to note that Kealey (1990) found that those who went through culture shock 

turned out to be better performers than the ones who did not go through any culture shock. 

This latter group was more ethnocentric and simply ignored the local culture. 
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Adding the repatriation perspective, Gullahorn and Gullahorn's (1963) `w-curve' referred not 

only to the culture shock on the foreign assignment but also to the reverse culture shock upon 

repatriation. 

Another significant contribution to theory building was made by Black, Mendenhall and 
Oddou (1991), who suggested a theoretical framework including a number of variables 

affecting adjustment. It included Black's (1988) earlier contribution to the field where he took 

a behavioural approach and suggested that international adjustment was not a unitary 

construct, but it had at least three specific facets. These are: 

  adjustment to work; 

  adjustment to interacting with host nationals; and 

  adjustment to the general environment. 

Black et at. (1991) put forward various job (role clarity, discretion, conflict and novelty), 

organisational (supervisor, coworker and logistical support), non-work (culture novelty and 

spouse adjustment) and individual factors (achievement self-efficacy and social self-efficacy) 

which would influence expatriates' adjustment. 

Black et at. (1991) based the analysis of their framework on Brett's (1980) theoretical 

premise. According to Brett (1980), moving into a new place creates uncertainty, which 

people have a need to reduce. Pinder and Schroeder (1987) found that factors that increase 

uncertainty will inhibit adjustment, while factors which reduce uncertainty will facilitate it. 

More recently, Shaffer et at. (1999) tested Black et al. 's framework, and found evidence for 

the relations suggested in the model. Furthermore, Shaffer et at. (1999) also added and tested 

some additional constructs: previous assignments, language fluency (individual factors) and 

hierarchical level, functional area and assignment vector (positional factors). 

2.3.10 Appraisal and compensation 

Literature on appraisal identifies (1) the methods of evaluation and (2) the evaluator. Most 

studies find that the expatriate is evaluated by a home country manager, in the same way as 

s/he would be at the home location (Dowling & Schuler, 1994). It is a rather challenging task 

to find a universal way of appraising the expatriates' performance because of the complexity 
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of comparing different subsidiaries and their expatriates. The question of 'who does the 

evaluation' is especially complicated (Black et al., 1992). The home manager will be aware of 

the company objectives, but cannot be up to date about the local environment, which may 

significantly influence the expatriate's performance. The local manager, on the other hand, 

will evaluate the expatriate based on her/his cultural assumptions and from the local 

operation's point of view. Thus, conflicting interests and cultural backgrounds (e. g. different 

expectations towards management style) make a fair evaluation rather complicated. 

Studies that examine the compensation of expatriates mainly describe the different 

compensation systems, such as budget, balance sheet, market and local going rate systems 

(Brewster, 1991; Dowling & Schuler, 1994), and the different types of allowances, including 

hardship, housing, home leaves, R&R, education, tax compensation, etc. The increasing 

number of assignments where expatriates are sent for developmental purposes and the 

companies' cost-conscious behaviour may result in less generous compensation packages for 

expatriates in the future. 

2.3.11 Repatriation 

The repatriation process can be just as complex and painful as the expatriation (Adler, 1981) 

The following are the most often cited problems in repatriation (Black et at., 1992; UMIST, 

1995): 

  the expatriate's additional skills are not appreciated by the home location; 

  no mentor left for the expatriate in the home location; 

  the expatriate has unrealistic expectations about the job in the home country. 

Expatriates have not only to adjust to the country of the assignment, but also must re-adjust to 

their home country upon return (Adler, 1986a; Brewster, 1991). In addition, with 

organisations becoming flatter, the number of jobs available in the home operations may well 

decrease, as well as the opportunities for advancing to a position higher in the hierarchy 

(Hedlund, 1986). Added responsibility that was present in the foreign assignment may 

disappear upon return. 

According to Tung's study (1988) of 123 US companies, over 93 per cent did not consider 

international experience as a reason for promotion/recruitment. Despite the internationalisation 

process, `only 11 per cent of Americans, 10 per cent of Japanese and 25 per cent of Finns 
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received promotions after completing global assignments lasting at least two years. 
Furthermore, 77 per cent of Americans, 43 per cent of Japanese and 54 per cent of Finns 

actually were demoted after returning home' reported Black and Gregersen in 1992. The 

UMIST study (1995) found that 43 per cent of the companies surveyed guaranteed a job for 

the returning expatriate and 48 per cent offered assistance in finding a job. 

The importance of successful repatriation cannot be overemphasized, as the persistence of 

problems related to repatriation may result in expatriates (1) becoming less willing to accept 
foreign assignments in the future; and/or (2) leaving the company, in which case the 

knowledge and experience they gained on the assignments may be lost for ever for the firm. 

2.4 CULTURE AND EXPATRIATION 

'From the massive data generated during the last two decades, one can easily be convinced 

that attitudes, beliefs, values, and need hierarchies are different in different societies' 

(Negandhi, 1983). Since management is based on these assumptions and core values, it is not 

surprising that management systems and styles also differ in various countries. 

A `cultural stamp' can be found on every facet of life in multinational companies (MNCs). 

Numerous studies have been carried out in various countries showing cultural differences in 

different areas of management, and culture continues to be the subject of much research. 

At the same time, as the role of culture in management has been established, expatriation has 

also begun to receive increased attention from both researchers and practitioners. A number of 

studies examined how national cultures influence various aspects (selection, training, 

adjustment, etc. ) of expatriate management (Fish & Wood, 1996; Forster, 1992; Gertsen, 

1990; Kopp, 1994; Tung, 1988b). The majority of research has concentrated on single 

countries (Fish & Wood, 1996; Forster, 2000; Kealey, 1990; Scullion, 1994). Comparing the 

findings of studies from different areas of the world (Black et al., 1992,1999; Brewster & 

Tyson, 1991; Kopp, 1994; Tung, 1988a, b; Welch, 1994), one can see that international human 

resource practices differ among American, European and Japanese firms. However, while one 

can draw conclusions from comparing the results of separate studies performed in different 

countries, there is always a potential risk that at least some of the variations are due to 

different study designs. 
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The most extensive comparative study on expatriate management practices of culturally 

different areas in the world was performed by Tung (1982). Tung surveyed 80 US, 29 Western 

European and 35 Japanese companies on the following subjects: 

(1) staffing: why companies use expatriates; and whether MNCs fill different management 

level positions with parent, third country or host country nationals; 

(2) selection procedures: selection methods used to determine the suitability of the potential 

expatriate; 

(3) selection criteria for overseas assignments; 

(4) type and extent of pre-departure training; and 

(5) success/failure rate (operationalized as premature return) and the reasons for failure 

Tung classified overseas managerial assignments into four categories: (a) the chief executive 

officer (CEO) whose responsibility is to oversee and direct the entire foreign operation, (b) the 

functional head whose job is to establish functional departments in a foreign subsidiary, (c) the 

troubleshooter whose function is to analyse and solve specific operational problems and (d) 

the operative. 

Tung's findings included the following: 

Staffing. In the USA the most important reason for using parent country nationals was the 

company being in a start-up phase in the location' and `technical expertise'. In the West 

European sample the most important reasons were `management development', `technical 

expertise' and `being in the start-up phase'. The Japanese companies did not name any reason 

important other than 'the parent country national is the best person for the job'. 

The Japanese multinationals used considerably more parent country expatriates at the senior 

and middle manager levels than the US and European multinationals. They did not use any 

third-country nationals, except for Africa. The extensive use of parent country nationals by 

the Japanese companies was attributed to the following reasons by Tung. 

  Most Japanese companies were start-ups. In this stage of internationalisation it is 

usual to use parent country nationals. 

` Kobrin (1988) also found that European and American multinationals are more ready to employ locals 
and third-country nationals than are the Japanese. 
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  Foreigners were probably not able to communicate as smoothly with the 
headquarters as Japanese were. 

  There was a language barrier. For effective communication with the headquarters 

Japanese companies needed Japanese expatriates in the subsidiaries. 

  Japanese companies had difficulties with recruiting local nationals. 

  Because of the lifetime employment system, companies preferred to employ 
Japanese employees. 

Selection procedure. Three per cent of the US, five per cent of the Japanese and 14 per cent of 
the West European firms measured in some way the candidate's technical competence. The 

candidate's relational abilities were assessed by five per cent of the US and 21 per cent of the 
West European multinationals. None of the Japanese companies reported such assessment. In 

general, Japanese companies interviewed a smaller percentage of candidates than their 

counterparts. US multinationals involved the highest percentage of spouses in the selection 

procedure, while none of the Japanese companies did. 

Regarding the involvement of the spouse in the selection procedure, for managerial functions 

52 per cent and for technical functions 40 per cent of the US companies interviewed both the 

candidate and the spouse. The West European figures showed 41 per cent and 38 per cent, 

respectively. None of the Japanese companies involved the spouse in the selection procedure. 

Selection criteria. In the US sample different selection criteria were considered as most 
important for each job category. In the West European and the Japanese samples `managerial 

talent' was chosen as the most important selection criterion for the CEO function and 
`technical knowledge of business' for the functional head, the trouble-shooter and the 

operative. 

In those functions where the employee had more contact with locals (CEO and functional 

head), attributes such as `adaptability, flexibility in new environmental setting' and 
`communication' were more frequently cited than in the case of the other functions. In the case 

of Western Europe and Japan, for the CEO function the `managerial talent' was chosen as the 

most important selection criterion. In the other three categories it was `technical knowledge of 
business'. Most of the Japanese companies also included 'experience with the company' as 
important selection criterion. Furthermore, 'sex of the candidate' was mentioned by over half 

of the Western European and the Japanese multinationals, but by none of the US companies. 
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This was probably the case because of the different perceptions or terms of equal employment 

opportunities in the countries 

Trainii, ýq. Thirty-tNvo per cent of the US, 69 per cent of the Western European and 57 per cent 

of the Japanese companies provided the candidates with some form of pre-departure training. 

Snccesslfaihire rate. US companies reported much higher premature return rates than their 

Japanese and Western European counterparts. In the US and the Western European 

multinationals the main reason for failure was 'the spouse's inability to adjust to the foreign 

environment', while in the Japanese companies it was 'the manager's inability to cope with the 

larger responsibility overseas'. 

Since the extensive study of Tung (1982), two ftirther - albeit smaller scale studies (Kopp, 

1994, Peterson et al., 1996) have been performed comparing expatriate management in 
different parts of the world. Both studies found significant differences among various practices 

in Europe, Japan and the United States. 

Kopp's survey (1994) covered 23 European, 34 Japanese and 24 US firms; and looked at three 

main areas: (1) staffing, (2) policies and (3) human resources problems. Kopp's findings 

included: 

(1) Staffing. While there is a glass-ceiling `formed' by expatriates that limits the local 

employees' career in any type of multinational, this ceiling is much lower in Japanese 

companies. 

(2) Policies. Japanese multinationals implemented fewer international human resource 

policies (worldwide standard performance evaluation, training programme for local 

nationals, sending local nationals to international operations, worldwide centralised roster 

of managerial employees) than their US and European counterparts. 

(3) Human resource problems. 'Japanese companies experience more human resources 

problems in their overseas operations than do US and European multinationals. ' Kopp 

(1994) identified the following causes for friction between American employees and 

Japanese expatriates: language, cross-cultural communication skills, communication 

patterns, leadership styles, internal management and decision-making patterns, centralised 
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management process, ethnocentricity, employment system differences, Japanese personnel 

management and corporate cultures. 

Peterson et al. (1996,2000) have also looked at a range of expatriation issues in American, 

European and Japanese multinationals. First they performed a survey of 54 multinationals, 

then they conducted 29 interviews with headquarters and 46 interviews with subsidiary 

personnel. The following paragraphs describe their findings. 

Survey f ndings. Peterson et al. (1996) looked at the following areas of expatriation: use of 

expatriates; globalised subsidiary staffing; leadtime between assignment and local reporting; 

importance of foreign language proficiency; encouragement of foreign language lessons; 

provision of assigned country information; a system where the assignee can meet someone 

with local experience; mentoring; and insuring comparable job upon repatriation. 

Peterson et al. (1996) found significant differences (p<0.01) in the leadtime and foreign 

language proficiency. West European and Japanese firms provided significantly more time for 

the expatriates than the American multinationals. Furthermore, West European and Japanese 

MNCs required language proficiency, while the American companies `considered the host 

country language helpful but not a requirement'. 

Peterson et al. (1996) also asked the companies to name the areas of strength and weakness of 

their expatriate policies. Each group reported `compensation' to be the strongest area. As for 

the areas for improvement: West European and American firms named `repatriation', while 

the Japanese weakest area was `performance appraisal'. 

Interview findings (Peterson et al., 2000). The following includes some of findings from the 

3 headquarters' perspective. 

  Multinationals used expatriates primarily in order to exert financial control. 

  Technical expertise was the most often mentioned selection criterion. 

  The most common ways of identifying potential expatriates were: managers identifying 

staff and using skill banks, 

  German firms were the most committed to find jobs for their repatriates. 

3A number of additional findings provide insight yet have to be tested in further research as the number 
of responses was low. 
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The following includes some of the findings from the subsidiary perspective. 

  Primarily the corporate headquarters determined the need for expatriates. 

  Career management was directed by the headquarters. 

  Most training was done in the international subsidiary. 

  There is an emerging trend of treating assignments within Europe as non-expatriate 

postings. 

  19 interviewees expected a decrease in the number of expatriates, 13 expected an 

increasing and 11 expected a plateauing trend. 

2.5 CONVERGENCE THEORY 

As the importance of international business has been growing, a discussion has been initiated 

on whether cultures in general, and consequently management practices in different cultures, 

change and converge towards each other over time. Early studies (Kerr et al., 1960) of 

comparative labour economics suggested that industrialisation would result in converging 

managerial practices. It was argued that tecl-mological developments would override those 

differences that might arise due to differing values and beliefs of various nations, and thus 

cultures would converge. Worldwide communication systems, travel (Levitt, 1983), 

cooperation between organisations (Doz & Prahalad, 1991) and countries (Ghoshal & 

Nohria, 1993) were also quoted as factors decreasing the differences between management 

practices around the world. 

The divergence argument hypothesised that, based on dissimilarities of cultures, 

organisations would continue to be different (e. g. Adler, 1986a). 

Child's (1981) in-depth analysis of previous studies drew the following conclusion about the 

convergence/divergence argument. There seems to be some evidence for macro-factors to be 

converging, while on the micro-level there is no proof for convergence. In his view, cultural 

effects will be most powerful in the organisation processes relating to `authority, style, 

conduct, participation and attitudes', and less powerful in formal structuring and strategy. 

Andre Laurent (1986) argued that corporate culture may modify the first two lavers of 

Schein's `onion', but has little impact on the basic assumptions embedded in national 

cultures. 
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More recently, Ralston et al. (1997: 183) suggested a possible `crossvergence' between two 

cultures, which would be 'occurring when an individual incorporates both national culture 

influences and economic ideology influences synergistically to form a unique value system 

that is different from the value set supported by either national culture or economic 

ideology'. 

In their reassessment of convergence and divergence, McGaughey and De Cieri (1999) argue 

that these construct are much more complex and dynamic than they have been treated in the 

past. They point to the lack of longitudinal studies which could legitimately show the 

possible changes over time. McGaughey and De Cieri also argue that `the suggestion that 

organisations worldwide are becoming more similar in terms of structure and technology, 

whereas people's behaviour within those organisations continues to manifest culturally based 

dissimilarities, 
..., appears a substantial simplification of what appear to be complex 

dynamics' (1999: 243). 

They suggest to look at the constructs 'convergence', `divergence' and `maintenance' over 

time, by considering the possible changes in their contexts at the micro, meso as well as at 

the macro levels. 
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RESEARCH QUESTIONS - STAGE ONE 

CULTURES' EFFECTS - EXPATRIATION POLICIES AND PRACTICES 

Given the limited number of studies that are comparative as well as cover a broad range of 

issues of expatriation. I felt that there was a need to provide an up-to-date picture of 

multinationals' expatriate policies and practices. Thus the first stage of the project aimed to 

analyse the situation in the late 1990s as well as to create a reference for future research, in 

order to evaluate the possible convergence of management practices in the area of 

expatriation. 

Research auestions 

In what ways do cultures affect expatriation at the company policy level? 

(1) What are the main characteristics of leading multinationals' expatriate policies and 

practices in Germany, Japan, the UK and the ZISA? 

(2) What are the key similarities and differences between the German, Japanese, UK and US' 

companies' expatriate practices? 

(3) Is there evidence that expatriate management practices have been converging? 

4 For the reasons why these nations were included in the study, please sec Section 3.2. I. 
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2.6 INTERACTION BETWEEN EXPATRIATES AND LOCALS, INTERCULTURAL 

COMMUNICATION 

The existence or non-existence and the rigidity or flexibility of the companies I expatriate 

policies and practices are very important factors in determining the success of expatriate 

assignments. These policies and practices have, however, a more limited influence - through 

good selection, training and appropriate support - on the interaction between expatriates and 

locals. Once the expatriate is at the location, it is mostly up to tile expatriate and the local 

environment whether the assignment will be a success, a failure or something in between. 

In order successfully to interact, expatriates and locals have to be able to communicate 

effectively. The communication may be determined as effective if the person who receives the 

message attaches the same or at least a very similar meaning to it as was intended by the 

person sending the message (Gudykunst, 1993). 

2.6.1 Communication between individuals coming from the same and coming from 

different cultures 

is message and transmi s it through a During communication the 'source' encodes her/h' it I 

channel to the receiver, who decodes the message and may provide feedback. The process that 

takes place when two individuals communicate within the same culture is shown in Figure 2.2. 

'Noise' in the transmission channel or in the encoding or decoding process may distort the 

message. Misunderstandings may occur between the two individuals, even when they are 

grounded in the same system of meaning and behaviour (Gudykunst, Stewart & Ting-Toomey, 

1985, Asante & Gudykunst, 1989). 

When an expatriate and a local, that is, two individuals coming from two different cultures, 

interact, the ways information are collected, processed, stored and used can differ significantly 

between them (e. g. Shaw, 1990). Both individuals rely on their own personalities, and 

personal experience as well as their cultural backgrounds, which determine how thcy 

understand the world. The recognition of verbal and non-verbal codes and behaviours, and the 

interpretation of the hidden assumptions underlying those bchaviours, are likely to be difficult. 

Figure 2.3) depicts the process of interaction between two individuals coming from different 

cultures. 
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Figure 2.2 Communication between two individuals from the same culture 
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Figure 2.3 Interaction between an expatriate and a local 

Expatriate's Local's culture 
culture Personality 

Personality Personal 
Personal 

experience 
experience 

Encoding - Encoding - 
Expatriate's Local's 

action/reaction actionlreaction 

Transmission 

Decoding based on Decoding based on 
expatriate's perception local's perception 

and interpretation and interpretation 

Understanding (harmony) 
or 

Misunderstanding (conflict) 

Feedback 
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Both the expatriate's and the local's actions and reactions are affected by their own cultural 
background, and so are their perceptions and interpretations (Tajfel & Turner, 1986). 

Depending on the degree of the difference between the tN,, To cultures, the same 
behaviour/stimuli may be interpreted in different ways by the two individuals (Singer, 1998). 

In addition to the cognitive misunderstandings, people also experience emotional reactions 
during their interaction. 

In every two cultures there are similarities and differences (Figure 2.4). 

Figure 2.4 Similarities and differences between two cultures 

Unique Unique 
features Similarities in features 

in Culture A and in 
Culture Culture B Culture 

A B 

The unique features in Culture A and in Culture B constitute the differences between the two 

cultures. In order to find the right level of adaptation towards each other's style and 

techniques, these differences have to managed. In particular, differences that may create 

misunderstandings and conflicts have to be paid attention to. 

'Paralanguage'. for example, including non-verbal behaviour and the way a language is 

spoken, presents a minefield for potential misinterpretations. We may not even realise when 

NN,, e are in these situations, as 80-90 per cent of the information we receive occurs outside our 

awareness (Hall, 1998). Thus - often due to attribution errors - misunderstandings occur, 

2.6.2 Anxiety and uncertainty reduction and the contact hypothesis 

A number of researchers have asserted that an increase in the interacting partners' knowledge 

about each other can assist effective communication. 
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Demerath's knowledge-based theory (1993), for example, suggested that knowledge reduces 

the uncertainty of the interaction, while Turner (1988) asserted that the lack of predictability 
increases anxiety and causes a lack of trust between the communicating parties. 

According to Gudykunst (1993: 38), `effective [intercultural] communication is moderated by 

our ability to mindfully manage our anxiety and reduce our uncertainty about ourselves and 

the people with whom we are communicating. ' 

Allport's contact hypothesis (1954) suggests that attitudes towards and acceptance of 

differences between two groups are greatly influenced by the amount of cross-cultural contact. 

He noted that prqJudice 'may be reduced by equal status contact between majority and 

minority groups in the pursuit of common goals. The effect is greatly enhanced if this contact 

is sanctioned by institutional supports (i. e. by law, custom or local atmosphere) and if it is of a 

sort that leads to the perception of common interests and common humanity between the two 

groups' (Allport, 1954: 267). 

Berry's study (1991) on diversity confirmed this hypothesis. He found that the more familiar 

two ethnic groups were with each other, the more likely it was that they were attributing 

positive characteristics to each other. Schwarzwald and Yinor (1977) also found that 

symmetric inter-ethnic perceptions emerged when there was a close contact between groups 

of approximately equal status. 

On the other hand, research conducted in the United States reported that Anglo-Saxons did not 

show much knowledge and adaptation towards minority groups, such as Hispanics and Asians 

(Hazuda et al., 1988. - Wong-Reiger & Quintana, 1987). These findings, however, do not 

necessarily contradict Allport's hypothesis, as his qualifying criteria, such as equal status and 

strong sanctions of law, may not have been met in these studies. The findings do suggest, 

however, that being in the position of the dominating culture makes it less of a prerequisite to 

learn about the minority cultures. For the minorities, on the other hand, it is essential to know 

about the dominant culture, provided they want to adapt to it. 

As Singer (1998: 106) put it: 'Every communication relationship has a power component 

attached to it. ' In the expatriate- I ocal interaction the communicating parties are very often of 

unequal status, and it is the expatriates who are more like]-\7 to have tile more po\\, Crftll roles. 

This power difference may potentially impact all levels and types of interactions. 
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2.6.3 Communication styles 

People's and cultures' communication styles vary. As Hall (1976) suggested. some cultures 

prefer high context communication - that is, little explicit comi-nunication is necessary, as 

most of the information is already 'in the person' - while other cultures prefer low context 

communication, where most of the information has to be given explicitly by the interacting 

parties. Another difference may be that some cultures prefer direct, while others favour 

indirect approaches. Bennett (1998) asserted that the differences in communication styles 

would be the most apparent in confrontational situations. 

Research evidence suggests that differences in communication styles may well have a negative 

effect on interaction between individuals. Triandis (1960), for example, reported that people 

with similar communication styles were much more effective at working together than people 

with dissimilar communication styles. According to Runkel (1956), teachers tended to give 

higher grades to those students who used a verbal style similar to their own, compared to 

students who gave equally good answers but used a different style. 

2.6.4 Language and the Whorfian hypothesis 

A further complicating factor in intercultural communication is language difference. 

According to the Whorfian hypothesis (Whorf. 1956), language, thought and perception arc 

interrelated. The language we speak influences our categorisation process, how we perceive 

and interpret the world. It is a fact that different languages have different expressions 

describing the same things, while certain words and phrases present in one language are 

completely missing from other ones. Direct translation between two languages is not always 

possible, and often it does not make sense. 

The importance of issues related to languages in international business is often 

underestimated, and has not received much attention in the expatriate literature (Marshan- 

Piekkari et al., 1999), despite the fact that language fluency has been suggested to facilitate 

adjustment by helping communication and improving perceptual skills (Nicholson & 

Imaizurni, 1993. Shaffer el al., 1999). 

Language and identity are strongly related concepts. Expatriates and locals have their own 

group identities, and both parties are aware of belonging to a different group. This distinction 

of `they and we' is quite natural as long as it is not understood in a negative way. However, in 
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cases when problems arise, this differentiation tends to become more salient and can disturb 

the communication between the two sides. The use of foreign language at work can reinforce 
inter-personal and inter-group differences (Simon & Davies, 1995). 

2.6.5 The need to study expatriate-local interaction 

We know that different nationalities have different characteristics and their management styles 

also differ. In the case of a limited number of countries, such as France, Germany, the UK and 
the USA, we also know how managers and staff are likely to behave when communicating 

within the same culture, furthermore, we are also beginning to team more about China, Russia 

and some other, previously less researched countries (Caligluri et al., 1999; Nyambegera et 

al., 2000). As most of the comparative studies, however, have been conducted about static 
differences among countries rather than about interaction between diverse people (Triandis, 

1994a, b), we do not know how the different cultures can best interact with each other (Walsh, 

Wang & Xin, 1999). When addressing the issue of diverse teams, Redding (1992) states that 

we have only vague ideas about how to create synergy (by combining the best of all cultures 

involved) and how to determine the right mixtures and skills to allow it to happen. Some 

studies emphasise the difficulties that arise due to having individuals of different origin in a 
team (e. g. Shenkar & Zeira, 1992), while others point to the advantages of multicultural tearns 

(e. g. Boyacigiller & Adler, 1991; Earley & Mosakowski, 2000). Several articles have pointed 
to the lack of research on work interaction between expatriates and locals (Halley, 1994, 

Selmer et al., 1994. Vance & Ring, 1994, Walsh et al., 1999). Adler (1983b) called for 

synergistic studies that would use both similarities and differences as resources. 

Well-managed cultural interaction helps transnationals create a liuman network capable of 
leveraging knowledge around the world, md thereby enables them to increase their capacity to 
develop and diffuse worldwide innovations internationally, Transnational finus therefore 
benefit most from research on how people from different nations interact as well as from 
research on how to use that interaction for the benefit of the firni. (Adler & Bartholomew. 
1992) 

An additional reason for looking at interactions is that people may behave one way in an intra- 

cultural situation and another way in an inter-cultural encounter. According to social 

psychology, the same individual can show a different self in each group that is important in 

her/his life, thus the same person may behave differently in different environments (Goffman, 

1959, Snyder, 1997). As of nwv, however, few studies have attempted to unravel what this 

means in the international context. Some research on cross-cultural communication 

nevertheless does suggest that people behave differently with foreigners and with members of 

their own culture (e. g. Berry et a/., 1992, Furnham & Bochner, 1986). Adler and Graham 
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(1989) looked at this phenomenon by performing a negotiation simulation study. They found 

that individuals behaved differently when they were interacting with their own nationalities 

and when they were interacting with foreigners. In another study, however, performed with 

Americans working in the USA, Americans working in Hong Kong and Hong Kong Chinese 

working in Hong Kong, Ralston et al. (1995) found that the tactics for upward influence used 

by Americans working in Hong Kong were 'significantly different from those of the Hong 

Kong Chinese, but were similar (i. e. not significantly different) to those of the American group 

working in the USA'. 

In the international human resources management literature a number of studies may be found 

where researchers studied whether multinational companies' subsidiaries would follow the 

home country's or the host country's practices (e. g. Bjbrkman & Lu, 1999-, Rosenzweig & 

Nobria, 1994). Along somewhat similar lines - albeit at the individual level - expatriates may 

change their ways when in foreign environments and locals may also adapt to the expatriates' 

ways. The question arises. what is the right level of adaptation'? 

2.7 ACCULTURATION THEORY 

How can expatriates and locals minimise the occurrences of misunderstandings? Acculturation 

theory serves as a good framework for finding the answer to this question. 

Berry (1980: 215) defined acculturation as 'changes induced in (two cultural) systems as a 

result of the diffusion of cultural elements in both directions', Acculturation occurs during the 

following three stages: contact, conflict and adaptation (Berry, 1983). Although acculturation 

is assumed to be a two-way flow, members of one cultural group may try to dominate the 

process. The dominant group may be identified as the 'majority group'. In the case of 

expatriate-local interaction, in general it is the expatriates who represent the dominant group. 

Acculturation may occur at various levels, including population, group and individual levels. 

In the doctoral study acculturation will be analysed at the individual level, and used as a 

behaviourist term, meaning 'a specific socialisation which includes continuities and 

discontinuities in individual behaviour as a result of cultural encounters' (Simon & Davies, 

1995). 

Berry (1983) identified four modes of acculturation: 

(]) integration; 
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(2) assimilation; 

(3) separation; and 

(4) deculturation/marginalisation. 

These modes define how the two parties are likely to adapt to each other and resolve their 

conflict situations 

(1) Integration 

Integration occurs when both parties want to preserve their cultures, but at the same time they 

are willing to integrate some of the characteristics of the other culture into their own system. 
This way both cultures change somewhat, but without being dominated by the other one, and 

without having to give up their own identities. The positive aspects of the two cultures are 

preserved and form a new whole. 

(2) Assimilation 

Assimilation occurs when one party is willing to give up her/his own practices, and therefore 

will be dominated by the other culture's ways. This is likely to happen when the parties of one 

culture do not insist on keeping their own identity, because they believe in the other culture's 

superiority. The other group at the same time is likely to believe in its own superiority. 

(3) Separation 

Separation occurs when the parties try to preserve their identity and independence without 

letting the other culture influence them. Thus the two cultural groups function next to each 

other, but without any real contact. 

(4) Deculturation/marginalisation 

Deculturation occurs when an individual or a group of people reftises the other group's values 

and practices, but at the same time does not respect her/his own system either. This way the 

individual or group becomes marginalised from both cultures. 

Acculturation modes in expatriate-local interaction 
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The literature often describes and tests the expectations of the dominant and the non-dominant 

(often immigrant) groups towards the non-dominant group's acculturation mode. In the 

following I look at what the different acculturation modes may mean in the context of 

expatriates-local interaction. 

(l) Integration mode 

For locals and expatriates. Locals or expatriates following the integration mode show interest 

in each other's cultures as well as practices. They try to adapt to each other's style in order to 

create a supportive working climate, where optimal performance in encouraged. 

(2) Assimilation mode 

For locals. Locals following the assimilation mode believe in the superiority of the 

expatriates' ways,, and are willing to adapt to them ftilly. The expatriates are likely to welcome 

this adaptation. 

For expatriates. While - especially in developing countries - it is more likely that locals 

would assimilate, expatriates following the assimilation mode 'go native', by fully adapting to 

the locals' ways. This can create problems for their companies, as these expatriates may not be 

able to serve the interests of both the local operation and the company as a whole at the same 

time. 

(3) Separation mode 

For locals and expatriates. Locals and expatriates following the separation mode keep their 

own ways, and try to lead 'parallel working lives' with the other group. In the case of the 

locals, this means that they do not take much notice of the expatriates' practices and methods, 

but follow the ways they were used to prior to the expatriates' arrival, Expatriates choosing the 

separation mode show no interest in the local culture, language and practices, but simply 

follow their own ways as they have practiced them in other locations. 

(4) Deculturation mode 

For locals anct expatriates. The party following the deculturation mode shows no interest in 

either her/his own or the other culture, and the Nvays the other party does things. Such an 
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individual may be burnt out, s/he is likely to be demotivated and her/his performance level is 

probably low. 

Factors influencing acculturation modes 

As important pre-contact variables, which influence the acculturation process, Berry et al. 

(1992) Identified the folloxNing: prior knowledge of the new language and culture, prior 

intercultural encounters of any kind. motivcs for the contact and attitudes towards the 

acculturation. In addition, other variables that have been suggested in the literature (Berry & 

Kim, 1988) include the individual's level of education and employment, values, self-esteem, 

identity confusion, rigidity/flexibility and cognitive style. 

Cox and Finley-Nickelson (1991) developed a model for the factors determining the 

acculturation process. In this model they identified three groups of factors: 

  individual level factors 

- culture group identity structures of minority-culture members. 

  inter-group factors 

- degree of similarity of norm systems; 

- degree of complementary of norm systems; and 

- knowledge of specific cultural differences. 

  organisational factors 

- degree to which cultural diversity is valued; and 

- organisational culture identity structure. 

Adler and Graham (1989) put forward the following factors., which would determine which 

group would adapt more to the other groups' values and behaviour: (1) types of contact 

(inequality in size, complexity of power groups and existence of force), (2) process of contact 

(presentation of cultural straits, resistance and time constraints), and (3) individual 

characteristics (role, status and personality). A further factor identified in the literature is the 

language spoken during the interaction. 

Which acculturation mode to follow? 

Cox and Finley-Nickelson (1991) suggest that integration (or, as they term it., 'pluralism') is 

the acculturation mode that should be aimed for in multinational companies. Following this 
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pattern companies would be able to better respond to local interests, while at the same time 

thev could maintain and implement those company values, policies and practices which need 

to be kept the same worldwide (Ghoshal & Bartlett, 1998). 

In their model Cox and Finley-Nickelson (1991) hypothesized that the following would 
facilitate the integration process: 

individuals who can identify with both the minority and the majority cultures, 

a relatively high cultural overlap as well as complementarity between the two cultures, 
high levels of cross-cultural knowledge and understanding. 

an organisational culture that acknowledges the value of diversity, and 

ff an organisational culture identity that enforces the 'core' values, but tolerates deviations in 
the peripheral behavioural domains. 

Tung (1993) also suggested integration as the most optimal forin of interaction in the 

expatriation context. 

Ralston et al. (1997) suggested that the interaction between different nationalities may produce 

a crossvergence between the two (or more) cultures. By proposing a connection between 

acculturation theory and the converaence-diverszence-crossvergence framework, it may be 

argued that the integrative mode of acculturation represents the 'ideal crossvergence, where 

only (or at least mainly) those aspects of the two cultures arc combined which help ensure a 
better understanding/communication/interaction between the interacting parties. 
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PROPOSITIONS FOR LOCALS' AND EXPATRIATES' ACCULTURATION MODES 

Locals ' acculturation modes 

Nahavandi and Malekzadeh (1988) looked at acculturation in the case of mergers and 

acquisitions. If we substitute locals for the acquired organisation, the following paragraphs 

(adapted from Nahavandi & Malezadeh, 1988) may be applied. 

a When members of an acquired organisation value their culture and organisational 

practices and want to preserve them, and they perceive an acquirer as attractive, 

integration will be their preferred mode of acculturation. 

When members of an acquIred organsatIon do not value theIr culture and pract, ces and do 

not want to preserve them, and they perceive an acquirer as attractive, assimilation will be 

their preferred mode of acculturation. 

0 When members of an acquired organisation value their culture and practices and want to 

preserve them, and they do not perceive an acquirer as attractive, separation will be their 

preferred mode of acculturation. 

Wien members of an acqu, red orgamsatIon do not value theIr culture and pract, ces and do 

not Nvant to preserve them, and they do not perceive an acquirer as attractive, deculturation 

will be their preferred mode of acculturation. 

Hill et al. (2000) found that in the search for alliance partners firms in emerging economies 

put more emphasis on gaining access to intangible assets and on the partners' willingness to 

share their expertise than did the firms in developed nations. Pelperl and Estrin (1998) pointed 

to the Eastern and Central European managers' willingness to learn from expatriates. 

However, Bond and King (1985) found that Hong Kong Chinese distinguished between 

modernisation and Westemisation. While they welcomed modernisation 'involving 

technology, behaviour or material progress', they were more reserved about embracing 

Westernisation 'involving values, thinking or traditions from the West' (Bond & King, 1985: 

357). 

In the case of older Russian employees Holden (1996) found a suspicion over the introduction 

of foreign ideas as well as towards the foreigners, themselves. HoNNever, I would expect 

younger Russians to have similar attitudes as the Hong Kong Chinese showed. 
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Proposition 1: In most cases Russian employees will prefer the integration mode of 

acculturation. 

Expatriates' acculturation modes 

Assimilation of the locals has been the predominant requirement in the Western orpanisations 

of the past (Domm & Stafford, 1972, Klein, 1980). Companies' adaptation to local 

circumstances has often started only after they have had problems using their home country's 

methods abroad (for example, using Western appraisal systems in the East, Bjbrkman & Lu, 

1999-1 Chen, 1995, Paik el al., 2000; Vance et al., 1992). There are a number of studies that 

point out that expatriates do not generally adjust their leadership style (Lawson & Swain, 

1985, Zeira, Hanai & Nundi, 1975), thus may prefer the separation mode of acculturation. The 

belief of the universality of American management theories as well as practices, which has 

been Nvidely shared by both scholars and practitioners (Dolctor, Tung & Von Glinow, 19911 

Hofstedc, 1994), also points to the same direction. 

A number of studies looked at Japanese companies and found that Japanese firms tend to 

recreate an essentially Japanese environment for their operations in foreign countries (e. g. 

Purcell et al., 1999). This is the xN-ay Japanese managers like to operate, and it is usually the 

locals who have to adjust to this system. 

Proposition 2: In most cases expatriates will prefer the separation mode of acculturation. 
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2.8 CONTINGENCY APPROACH TO MANAGEMENT - THE NEED TO BE COUNTRY SPECEFIC 

'The contingency approach to management was developed in response to the complexities of 

organisational environments and as a result of the inadequacy of universal principles in 

solving the diversity of problems confronting management' (Tung, 1981). Contingency 

theorists argue that the most effective management technique depends upon the set of 

circumstances at a particular point of time. 

Expatriation studies are often criticised for not being linked to a widely accepted theory (see 

e. g. Redding, 1992, Triandis, 1994h). However, any such theory would have to be very 

general in nature. A manager who succeeds in one culture may be a failure in a different 

setting. 'Overseas aqjustmcnt can vary so much from region to region, country to country that 

what is needed is to match specific individuals and environments rather than determine global 

criteria for the measurement of an individual's probable adaptability without reference to a 

specific culture'. Therefore 'it may be necessary to look at specific cross-cultural situations 

and determine criterion dimensions relevant to them, such that there are as many kinds of 

overseas adaptation as there are cross-cultural situations' (Benson, 1978). 

Vance et al. (1992) came to similar conclusions. They performed a survey on perceptions of 

national management styles in the United States, Indonesia, Malaysia and Thailand, and 

suggested that human resource practices should be designed for each national culture. They 

gave recommendations for each country in the study, but also suggested that 'future research 

should be conducted within each country to help refine and validate these prescriptive 

guidelines'. 

Following the contingency approach, I designed the field research portion of this study to look 

at concrete business situations in one specific countrv, Russia. 

2.9 RUSSIA 

2.9.1 Background on Russia 

The cultural heritage and the cultural traits of a natiou are shaped b-v a number of factors 

including geography, climate, history and the poll II ing itical and economic systems. The followi 

paragraphs give a short background on some of these factors. 
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Geography, 'Climate 

Russia, the largest country in the world, covers a vast geographical area, expanding through II 

of the world's 24 time zones. Its terrltor,, ý extends over 6.6 million square miles, across two 

continents, Europe and Asia. The geographical location presents Russia with harsh conditions. 

The country has verý, long, cold winters and short, changeable summers. 

Religion 

The main religion is represented by the Russian Orthodox Church. The Church operates under 

patriarchal control. It is powerful and ritualistic. Pre-destination is a key belief 

History 

After severe attacks and continuous invasions of the Mongol-Tatars and other nomads, the 

Russian state began in the 13th century. At this time, the Inhabitants of the Kiev Kingdom 

started moving to the woods of the Oka and Upper Volga rivers in north-eastern Russia. In the 

14th century Moscow became the centre for Muskovy, then the Russian state. By the 19th 

century Muskovy dominated Eastern Europe. The country was organised as a military state, 
being continuously in wars with its eastern, western and southern neighbours. At the same 

time Western ideas started to spread to Russia. The tsarist regime was abolished at the 

beginning of the 20 century, and was replaced by communism under Lenin. Under Stalin 

dictatorship followed, and it started moving toNvards democracy only in the 1980s under 
Gorbachev. 

The centrally planned economysjNtem 

To understand today's Russian business behaviour, one has to start by looking back on the 

centrally planned economy system between 1920 and 1980. The following is a brief 

description of those features of the system that have especially affected managerial behaviour, 

the influence of which can still be felt today. 

7'he Plan. The 'centrepoint' of the centrally planned economic svsteni was the five-year plan. 

At the highest level, the National Economic Plan is a listing of the annual production targets 
for the whole economy, with supplciuentarý, targets of im-estinent, increases in labour 
productivity. reduction of production costs, and so on. On the basis of the National Economic 
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Plan, each of the industrial ministries receives its set of annual targets. subdivided into quarters 
of the year. The ministries' quarterly targets are then translated into monthly targets for each of 
their enterprises, which carry out the actual production work. (Berliner, 1988: 50) 

Measuring n7anagement peýfbrnmnce. The manager's performance was measured by whether 

s/he had met the planned indices. 'The index of production performance is the percentage 

fulfilment of the production plan, the index of efficient use of resources is the fulfilment of the 

cost reduction plan; the index of labour management is the ratio of the final average wage to 

the planned average wage' (Berliner, 1988). This practice encouraged managers to 

overestimate the need of resources, both raw materials and employees, so that they could 

always make sure to ftilfil or over-fulfil the plan. Material hoarding also occurred if an 

unneeded supply arrived, just in case it could be used 'in some way' to smooth the ways of 

shortage economy. A bargaining process was established between the managers and the 

superior government organs. The managers consistentiv overstated their needs, the state 

organs consistently cut the figures submitted to theml thus the managers ended up with 

approximately what they needed in reality. This 'bargaining' between the companies and the 

planning authorities became one of the managers' most important activities. 

Compensation. The salary was basically given for showing up at work. It was the bonus that 

was linked to the fulfilment of the plans. 'The difference between the 99 percent of plan 

fulfilment and 100 percent means a difference of up to 30 percent in income. This sharp 

discontinuity places a great strain upon the honesty of plant accounting and also partially 

explains such phenomena as ... the typical breakneck pace of work towards the end of the 

month ... in order to meet the monthly plan' (Berliner, 1988: 27). Linking the prermurn to the 

fulfilment and the over-fulfilment of the plan also resulted in the widespread practice of 

falsifying reports about the volume and quality of the production and submitting plans below 

capacity. However, it was not possible simply to underestimate production numbers, over- 

fulfil the plans, and take the premium every year. Based on the over-fulfilments, the plans 

were increased arinually. Thus, by over-fulfilling a plan, the managers also risked a potentially 

unreasonable increase in their targets for the next planning period. 

The perception (? I'prQfiL Profit was nothing much more than a target in the plan. Although the 

over-falfilment of the profit plan resulted in some indirect benefits (for example, part of it was 

assigned to the 'director's fund', which would be used as housing, special bonuses, and so on), 

the regular premiums were much more impacted by the fulfilmcnt of the quantitative output 

figures (e. g. total volume of output, total wage bill). The incentive of over-fulfilling the profit 
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plan was also diminished by the fact that profits beyond a certain excess were simply 

confiscated by government financial organs (Berliner, 1988). 

Attitude toivards investments and innovation. Even when an innovation promised substantial 

advantages for the production in the future, managers may have shied away from it for a 

number of reasons. The loss of time and product output inevitably related to the perfection of a 

new system could cause a serious decrease in the manager's premium. Although a number of 

incentives have been introduced in the course of time to encourage innovation, in the 1980s 

management was still fairly unenthusiastic about new technology. 

Blot. Blat is a Russian word which cannot easily be translated into English. The nearest 

translation is perhaps 'personal relations, connections' that are used in order to achieve 

favours. It played a role in obtaining easier production tasks, in facilitating financial 

transactions, in encouraging inspectors to be generous, etc. (Puffer & McCarthy, 1995). Blat 

was also crucial in the 'bargaining' process between the companies and the authorities, since 

the plans could be fulfilled only if the companies received the necessary input for the 

production. As Berliner (1988: 34) states, Nat operates in all aspects of the firm's activity, but 

is most important in the area of the firrn's greatest difficulties, industrial procurement'. 'Blat 

plays an even greater role in the personal enrichment of people and in gaining private unlawful 

privileges than it does in the operation of the firm. It is an essential thread in the fabric of the 

Soviet society. ' (Berliner, 1988: 36) 

Laws and ethics. Since reporting the real figures and the real events would often have had a 

negative impact on their premium, managers often felt it was necessary to bend the laws and 

regulations. This was a widespread phenomenon accepted by the people as a ýnormal reaction' 

to the often unreasonable requirements of the government organs (Puffer & McCarthy, 1995). 

Pricing. Prices were determined artificially. They did not necessarily have much to do with the 

forces of demand and supply, or in fact with the production costs. Prices were fixed bv the 

state. 

Markeiing. As Russia developed as a 'deficit economy' where products were in short supply, 

marketing and advertising Nvere viewed as superfluous and economically groundless activities 
for businesses (Kuznetsova & Kuznetsov, 1999). 
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The post-Stalin leadership was aware of the inefficiency of the economy, and introduced a 

number of changes in order to improve the situation. These efforts, however, did not bring 

much success. 

Perestroika and changes since Gorbachev 

The major objective of the economic reforms envisioned by perestroika was to establish a 

market-oriented economy. Starting with Gorbachev, numerous new laws and regulations were 

introduced to facilitate and encourage the transformation from a centrally commanded to a 

market-driven economy. 

McCarthy et al. (2000) categorised the economic development of Russia in the 1990s the 

following way: commercial isation, privatisation, nomenklatura and statisation. 

The commercialisation stage (late 1980s through 1992) initialised by 'perestrolka' showed the 

first changes towards the market economy. This included the introduction of joint venture 

companies (1987), the encouraging of setting up private companies, managers having more 

say in selecting suppliers and customers and the dismantling of Soviet central ministries. The 

marketisation process was accelerated by President Yeltsin. This included freeing the prices of 

most goods and the cancellation of many state orders. Parallel with these positive 

developments, however, a class of wealth-N, and influential individuals was also established 

who had and in fact did use the opportunity to divert numerous resources provided for the 

country ,s transition to the market economy for their own gain. 

The privatisation (1993 through mid-1994) and the nomenklatura (mid-1994 through 1997) 

stages overlapped. Although by mid-1994 70% of the large formerly state companies were 

privatised (Economic Newsletter, August 1994), their management and production systems 

changed little. One of the biggest problems of the privatisation was the very low inflow of new 

capital. There were several reasons for the lack of funds, including the following: 

A great number of former employees and managers turned into stockholders through 

'voucher privatisation' but had no funds to contribute to the renew al and restructuring of 

business activities and infrastructure. 

0 Fast-changing regulations and increased government intervention prevented investors to 

come to Russia. 
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0 Individuals belonging to the New Nomenklatura - such as high-level govemment officials 

and the newly risen oligarchs - robbed the country through the illegal outflow of an 

estimated US$ 140 billion from 1992 to 1997 (Reddawav, 1998) 

The statization stage (1998 through the end of the decade) began with the financial crisis of 

August 1998 when the government defaulted on both domestic and international debts and the 

rouble was drastically devalued. As a response to the negative developments, the government 

has decided to increase its intervention in the economy. McCarthy et al. (2000) suggest that 

the next stage will see a mixed economy, a so-called 'state capitalism. 

Overall, while there have been numerous changes that have given a certain framework for the 

market economy to function, the prevailing high degree of uncertainty in the social, political 

and economic environments continues to create barriers to the economic development of 

Russia (Puffer, McCarthy & Zhuplev, 1998-, McCarthy et al., 2000). However, some positive 

signs could be identified at the end of the 20th century. These included some improved 

economic indicators (for example., Russia's GDP grew by 1.5% during 1999, Economic 

Newsletter, February 2000) and a certain revival of foreign investment. 

2.9.2 Studies on Russian management 

Parallel with the unfolding of 'perestrolka, more and more attention has been paid to Russia., 

and the increased interest in the economy has resulted in an increasing amount of research. 
The following includes some of the recent study findings on Russian management 

Changed requirements. In the past, the centrallsed planned economy required managers to 

follow plans and directives. Once their quota was fulfilled, additional results were not desired, 

as the 'over-achievement' could simply ]cad to a- perhaps unrealistic - increase of the 

quota for the next planning period. Authority was not questioned. Innovations were not 

welcome, new ideas and entrepreneurship were not necessary to do a job well since profit 

figures did not really matter. State subsidy was readily available. Responsibility was the so- 

called collective responsibility, which meant that nobody took rcsponsibility for anvthing 

(Berliner, 1988-, May, Young & LedgeRvood, 1998). 

The economic and political changes of the 1990s have presented Russian managers Nvith 

enormous challenges. Quality, cost and time limits suddenly matter. Managers have to be 

'business-like' and creative and know cver-, Ihing about the market economy. They have found 
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themselves confronted with a new set of values, and are expected to change their attitude to 

work (Shama, 1993). Older managers have to compete with younger managers, many of 

whom - unlike their older colleagues - have had the chance of having Western education or 

work experience. There seem to be big differences between the older and the new generations 

managerial attitudes (Richey et a/., 1999). Coping with the old system often required good 

negotiating tactics, and in order to be able to live with the strict and not necessarily sensible 

rules and regulationsI, managers and subordinates had to learn to find different, 'innovative' 

ways of doing things. For many older managers this special type of flexibility and creativity 

was the only source they could rely on when trying to adapt to the changed business 

environment. Child and Czegl6dy (1996) conclude that the whole of Eastern Europe is full of 

managers who had been taking entrepreneurial initiatives and making informal personal 

arrangements in order to compensate for the problems experienced in the resource allocation 

and the distribution systems of the Soviet era. Managers of the younger generation on the 

other hand are more attuned to the market economy system (Richey et al., 1999). 

Managerial activities - transferability of management practices. Vlachoutsicos and LaNvrence 

(1990) performed an in-depth study on the following management activities: business 

planning, hiring and firing, capital equipment acquisition and new product introduction. They 

concluded that the 'management system (as opposed to their economic system) may not have 

served them [the Russians] as baffly as Western business people assume. Given the economic 

realities of preemptory centralised planning, state monopoly, and constant shortage, a 

remarkable number of Soviet enterprises produce usable, sophisticated products and care for 

their workers as well. ' 

Using trained observers' records of 44 managers from various levels and types of Midwest 

(USA) organisations, Luthans and Lockwood identified 12 categories with observable 

behavioural descriptorsý plannIng/coordmat'rig., staffing, tralnlng/developlng, decision 

making/problem solving, processing paperwork, exchanging routine information. 

monitoring/controlling performance, motivating/reinforcing, disciplining/punishing, 

interacting with outsiders, managing conflict and social is ing/pol Aicking. In a further study, 

Luthans et a/. (1993) confirmed that Russian managers' activities could also be described 

using these categories. it is only the emphasis that managers put on different tasks that differs. 

Welsh, Luthans and Sommer (1993) looked at the transferability of the following 

performance -cnhanc ing' techniques: providing extrinsic rewards, behavloural and 

participative management. They found that the extrinsic revards intervention and the 
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behavioural management intervention had a positive effect on the performance of the sample 
factorv workers, while the participative intervention seemed to decrease their performance. 

Leadership. Table 2.3 is an excerpt from Puffer's study on Russian leadership (Puffer, 1996). 

It depicts different historical eras' leadership traits. Looking at the changes makes it easier to 

understand the enormous challenges Russian people, especially older employees, have to face 

in the new system. 
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Ethics. A number of researchers have looked into the question of ethics (e. g. Ivanchevich et 

a/., 1992; Puffer & McCarthy, 1995). Business ethics in this context means tile normal way of 

conducting business, and does not include illegal activities, which are unfortunately also 

commonplace in Russian business life. Puffer (1996) observed that 'in the Slavic cultures 

there are often two sets of ethical standards - one for the personal relationships and one for 

impersonal relationships in business and public life. In contrast, in the West, particularly in 

America, people are expected to employ the same set of ethical standards regardless of the 

situation. ' 

Issues arising f om cultural differences 

Researchers have examined why Western companies seem to have difficulties with their 

Russian alliances. One recurring reason found in the studies was 'cultural differences' 

(Cattaneo, 1992, Elenkov, 1998). Shekshnia (1994), for example, suggested that 'one of the 

major causes of problems many foreign companies face there [in Russia] lies in the area of 

human relations, in the interaction between Western managers and Russian employees, in the 

ways 'West meets East' on a daily basis'. Barnes el al. (1997) stated that 'culture clashes 

between Russian and Western partners frequently jeopardise alliance relations'. Bradle-N 

(1999) pointed out the lack of understanding of the local culture, the workers' characteristics 

and the Russian management system as reasons for failed alliances. 

not c% we know about the Russian culture? 

The most extensive study (Hofstede, 1980,1991,1994) on cultural dimensions was described 

in Section 2.2.2. However, Hofstede's original sample did not include Russia. I have been 

able to identify three studies that were performed along Hofstede's dimensions. Their results 

are shown in Table 2.4. 
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Table 2.4 Russia's cultural dimension scores 

Cultural dimensions Baraiiov 

(1985) 

Bollinger 

(1994) 

Bradley (1999) 

workers managers 

Power distance 95 76 47 45 

Individualism 47 26 33 28 

Masculinity 40 28 4 -8 

Uncertainty avoidance 75 92 103 104 

Long-term orientation N/A N/A 38 18 

Note: The scores represent relative positions as opposed to absolute numbers. The scores for all the 
studied countries range from about 0 to somewhat more than 100. 

In the case of Baranov (reported by Bosland in 1985), we do not have information about the 

sample, that is, we have no information about age, sex or geographical location. As Bosland 

claims, we can only assume a high level of education and training, since the small sample 

(n=27) consisted of Soviet scientists and technicians. Bollinger (1994) reported the results 

of a study performed by a French consultancy firm in 1989. The sample included 55 

executives and directors who were participating in a training programme in Moscow. 

Bradley's study (1999) was performed in a factory in Yoshkar-Ola, a location 

'approximately 800 miles east of Moscow, away from the ethnocentric orientation of 

Moscow'. 

As Table 2.4 shows, the findings differ. This may be the result of the different samples, 

while some of the differences may be attributed to changes in the society. Based on these 

findings only, however, it is too early to draw conclusions. While the above studies 

contribute to our understanding of the Russian culture, further research is needed in order to 

establish country-wide or, if necessary, region by region cultural dimensions. 
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RESEARCH QUESTIONS - STAGE TWO 

CULTURES' EFFECTS - EXPATRIATE-LOCAL INTERACTION IN RUSSIA 

Stage Two looked at specific situations in one specific country Russia. The exploratory 

study examined cultural issues that need to be addressed in order to improve work 

interaction between expatriates and locals in Russia. The 'Cultural Acceptability Model' 

(described in 3.2.2) was used as a tool to analyse expatriate-local interaction, and to 

identify potential conflict situations. Evidence for the locals' and the expatriates' 

acculturation modes NNas also sought. 

Research questions 

In what ways do cultures affect expatriation at the expatriate-local interaction level? 

(1) What are the issueslýqroblems which arise in expatriate-local interaction due to 

cultural differences? 

(2) Do the issues related to expatriate-local interaction difter in the case of American- 

Russian, German--Russian, and Japanese-Russian interactions , -' 

(3) Do American, German and Japanese expatriates operate in the same wcýv (e. g. kv using 

the some management sývle and techniques) in Russia as theýv would do in their home 

countries? Which acculturation modes do expatriates and localsfollo-w'? 
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CHAPTER 3 

RESEARCH METHODS AND RESEARCH DESIGN 

3.1 RESEARCH METHODS 

3.1.1 Comparison of research methods 

Table 3.1 describes the main features of quantitative and qualitative research methods. 

Table 3.1 Comparison of quantitative and qualitative research methods 

Quantitative methods Qualitative methods 
Emphasis on testing and verification Emphasis on understanding 
Focus on facts and/or reasons of events Focus on understanding from 

respondent's/ii-dormant's point of view 
Logical and critical approach Interpretation and rational approach 
Controlled measurement Observations and measurements in natural 

settings 
Objective 'outsider view, distant from data Subjective 'Insider view' and closeness to data 
Hy pothetical-deductive,; focus on hypothesis Explorative orientation 
testing 
Result oriented Process oriented 
Particularistic and anal,, 11cal Holistic perspective 
Generallsation by population membership Generalisation by comparison of properties 

and contexts of individual organisms 

Source: Eisenhardt (1989), Langley (1999)ý Miles and Huberman (1994). Yin (1984,1991). 

The features described in the table should be taken as the strengths of the respective 

methods, and it should be the subject matter of the research enquiry to determine which 

research methodology is the most appropriate to use. 

As cultures and management techniques of different countries differ, so do their research 

traditions (Brewster el al.. 1996). It has been argued, for example, that US-trained 
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researchers prefer to test theories, based on hvpotheses drawn from the literature. Other 

traditions, such as the UK's, are more open to theory developing studies. Again, in the 

French tradition researchers are likely to Nvant to create an overarching theory. 

Traditionally, quantitative research has often been deemed to be more reliable and valid 
than qualitative research for reasons including the repeatability of the studies, the more 
tangible measurements and the more tangible analysis tools (i. e. statistics). 

At the same time, the reliability and the validity of qualitative research studies have been 

questioned because of small sample size, inadequate sampling, research bias, data overload, 

and so on. 

While it is perhaps more difficult to document, the rigour of qualitative research can also be 

ensured. Qualitative studies have to be 'transparent', using explicit and systematic methods 
for data collection, for analysis as well as for drawing conclusions. This way, other 

researchers are able to understand both the process and the outcome of the qualitative study 
(Miles & Huberman, 1994). and can therefore use the findings as a base for ftiture research. 

In the present study, both approaches were used. The ways I tried to ensure -good-quality 

research' for both the quantitative and the qualitative parts of the study are described in 

Section 3.2. Research design, and in Section 3.3. Further methodological issues. 

3.1.2 Choosing the appropriate research methods for the present study 

Stage One - Expatriate policies and practices of multinationol companies: A quantitative 

study 

Mail survey was deemed to be the most appropriate data collection method for Stage One 

for the following reasons. 

0 The majority of the questions derived from previous research and were fact-based as 

opposed to opinion seeking. 

2 Because of the large number and geographic diversity of the companies Included In the 

research, mail survey was the most practical and efficient Avav of data gathering. 
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Stage Two - Interaction between expatriates and locals: A qualitative study 

Exploratory qualitative research was deemed to be the most appropriate data collection 

method for Stage Two for the following reasons. 

" There is a relatively limited knowledge base on Russian business behaviour. 

" There are concerns about the applicability of Western theory in Russia (May, Stewart & 

Sweo, 2000). 

The area of study - expatriate-local interactions - is under-investigated (Walsh et al., 

1999). 

This research method provides the most insight and a rich data set, and thereby enables 

theory building. 

3.2 RESEARCH DESIGN 

3.2.1 Comparative survey: Expatriate management in German, Japanese, UK and US 

multinationals 

3.2.1.1 The sample 

Nationality of the multinationals 

Germany, Japan, the UK and the USA were chosen as home countries for the 

multinationals for the following two reasons: 

(1) A report published by Aisiness Week (July 10,2000) shows that the four countries: 

Germany, Japan, the United Kingdom and the United States host the majority of the 

world's top companies defined by market capitalisation. 

Table 3.2 Distribution of Top 500 companies 

Country Number of companies 

United States 243 

Japan 76 

United Kingdom 45 

Germany 17 

Source: Business Week, Julv 10,2000. 
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(2) The four countries show relatively big distances from one another on Hofstede's 

cultural dimensions (Table 3.3). and thereby provide a good basis for evaluating how 

national cultures influence expatriate policies and practices. Rather than combining them as 
'Europe', Germany and the UK were treated as separate samples. As they show different 

scores on the cultural dimensions (Hofstede, 1994), it was reasonable to suppose that their 

expatriate policies might also differ. 

Table 3.3 Hofstede's dimensions for the countries included in the study 

Cultural dimension Germany Japan UK USA 

Power distance 35 54 35 40 

Uncertainty avoidance 65 92 35 46 

Individual isn-i/col lectivism 67 46 89 91 

Masculinitv/femininity 66 95 66 62 

Short/long-tcrm orientation 31 80 25 29 

Source: Hofstede (1994). 

Size of multinationals 

The survey aimed to gain a picture of current expatriate practices of leading multinational 

companies, thus the questionnaire was sent to the 'largest' companies. The size was 
determined from market capitalisation values, latest sales figures, or from total assets in the 

case of financial institutions. 

First, I compiled a database based on the listings of 'Global companies' published by 

Business Week (July 8,1996). My aim was to identify approximately 150 large 

multinationals in each country. In order to reach these numbers and to eliminate companies 

with no international operations, additional sources were used, such as the Amadens 

database for the UK, Germany's Top 500 (1996) for German-y, a financial database for 

Japan and Hoover's 500 prqfiles of America's largest business enterprises (1996) for the 

USA. As a result, I identified 154 German, 139 Japanese, 125 UK and 161 US companies 

to be included in the sample. 
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The survey was designed to be completed by one individual in each company. One 

respondent per company was deemed adequate. since the rri; ýIorlty of the questions asked 
for objective responses. I chose the Vice President of Human Resources as the most 

appropriate target, as the person in this position was the most likely to be familiar with the 

numbers, policies, etc. asked for in the survey, however, respondents were also asked to 

pass the survey to the Human Resources official in charge of expatriate policy, if such a 

position existed. In order to facilitate a greater response rate, the name of the Vice President 

of Human Resources (or equivalent) was identified from published documents or through a 

telephone enquiry. Besides the above-mentioned sources, one additional source was used 
for the UK sample: The personnel manager's yearbook (1996). Finally, about 20% of the 

names and addresses Nvere confirmed by telephone for each country. 

As a result, the survey was sent to a ýconcrete person' in all German, UK and US 

companies and in about 70 per cent of the Japanese companies. The lower percentage in the 

case of the Japanese companies was primarily due to the fact that the databases available 

provided fewer names. After consultations with two Japanese managers and a Japanese 

researcher I decided that, because of the companies' group orientation, it was not likely to 

be a major drawback to send the survey to a 'position' rather than to a specific person. 

3.2.1.2 The questionnaire 

Scope qf the questionnaire 

The questionnaire was designed based on the previously described literature, surveys 

performed in various countries, consultations with business people and researchers and 

personal experience. The questionnaire aimed to cover all the main aspects of expatriate 

management. The questions asked primarily for factual data in order to reduce the possible 

linguistic and cultural misinterpretations. The main areas covered in the survey were the 

following (for a copy of the English, German and Japanese versions of the questionnaire, 

see Appendix 2A. 2B and 2Q: 

Expatriate managemen 

Why use expatriates'. ) 

Company guidelines used for expatriate management 
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Expatriates' profile 

The expatriate assignment (length, regularity, etc. ) 

Pre-assignment 

Selection (criteria, methods, dual-career issues) 

Training and other preparation 

Assinment 

" Support 

" Appraisal 

" Compensation 

Post-assignment 

Repatriation 

Premature return rates and reasons 

Career prospects 

In addition, the survey gathered company-specific information, such as business sector, 

annual sales, non-domestic turnover and number of employees worldwide. 

Testing, translating and retesting the questionnaire 

In order to increase the response rate and to mininuse misunderstandings, the questionnaire 

Nvas sent in English to UK and US, in German to German and in Japanese to Japanese 

companies. 

The questionnaire was written first in English. In order to establish the face validity of the 

instrument and to improve the questions, the response sets and the format, I tested tile 

questionnaire with seven UK and US managers and management researchers. They were 

asked to comment on 

ývvhethcr they understood all the questions and responses-, 

whether the questions and responses made sense in their cultures, and 
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0 whether - in their views - any items should be added. 

Based on these consultations a number of questions were clarified, a few omitted and 

several extra items added. 

After having tested and amended the English version of the questionnaire, I prepared the 

German version of the instrument. Achieving cquivalency between the English and the 

German versions was helped by the fact that the researcher speaks both languages fluentl-v. 

Nevertheless, the German version was tested by three native speakers in order to ensure 

accuracy and to eliminate ambiguity. The individuals were asked to comment on the 

questionnaire based on the above described three criteria. As the result of this process, 

minor changes were made in the German version. 

The Japanese translation was first prepared by a Japanese expatriate. This version was then 

'back-translated' (suggested among others by Brislin et OL, 1986) by another Japanese 

expatriate into English. Based on the comparison of this 'back -translation' and the original 

English questionnaire, aqjustments were made to the Japanese questionnaire. The iterative 

process of 'translating - back-translating - aqjusting' was repeated four times, until all 

were convinced that equivalence was reached. The style and, to some extent, the content of 

the covering letter also needed some amendments. 

Measurements in the questionnaire 

Most questions included six-point Likert-type scales. The majority of these scales were 

ordinal scales, thus the answer categories showed a rank order from less important to more 

important, disagreement to agreement, etc. They were not interval scales and therefore did 

not imply that, for example, the distance between answers ýF (strongly disagree) and '2' 

(disagree) was the same as between answers '3' (somewhat disagree) and '4' (somewhat 

agree). The six-point scale was used to force a choice, usually between 

'never/rarclv/seldom" and 'often/very oftert/aINvays' when referring to the use of particular 

practices. A number of questions asked for category variables and percentages. 

3.2.1.3 A dministering the survig 

In the first mailing the following items were sent to potential respondents: 
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"a covering letter' explaining the purpose of the survey and requesting participation-, 

"a support letter from London Business School, and 

" the instrument (in English, German or Japanese, respectively). 

A second mailing follo,, N7ed approximately 4-6 weeks after the first mailing to those firms 

that had not yet replied. This included: 

a covering letter; and 
the instrument. 

Addressing response bias 

As a follow-up, a number of companies (approximately 20%) were randomly telephoned to 

find out the reasons for non-responses. In a few cases the multinationals were undergoing 

significant organisational changes, and they did not wish or did not have time to complete 

the questionnaire. In the majority of the cases, however, it was company policy not to 

respond to any surveys. 

3.2.1.4Analysis 

Stening and Everett (1984) found that East Asian cultures tend to use the middle point of 

scales more often than other cultures. In the present study, however, the Japanese sample 

did not use the mid-points more frequently than the other three samples when responding to 

questions including Likert-type scales. Therefore the scores were not standardised. 

The following analyses2 were performed. 

First, descriptive statistics (frequencies, means, standard deviations, etc. ) were 

calculated for the individual countries as well as for all the countries as a whole. 

As expatriate management policies and practices may be affected bv a number of 

factors, the following effects were examined for each of the practices detailed in the 

' The covering letters (English, German and Japanese versions) are attached as Appendix IA. IR 
I C. 
I The statistical analvses were performcd using SPSS. 
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questionnaire: (1) country; (2) industrial sector, (3) company size, (4) percentage of 
foreign revenue, and (5) number of expatriates in the company. ' Mult'varlate analyses 

showed that the country effect was the most significant across practices. 

0 Univariate statistics (ANOVA and chi-squared tests) 1, N7ere generated to determine 

similarities and differences between the German, Japanese, UK and US inult 1 nationals' 

expatriation patterns. Post-hoe ScheM tests were performed in order to identify which 

countries had significantly different practices. 

0 In order to assess whether there was evidence for converging practices, two 

comparisons were performed: (1) a comparison among the study country resultsý and 

(2) a comparison of the present findings to Rosalie Tung's (1982) results. 

3.2.2 Field study: Expatriate and local interaction in Russia 

-3.2.2 1 The sample 

Without the cooperation of the local employees and the local environment, expatriate 

assignments cannot be successful. Yet, apart from a look at the extent of the expatriates' 

contacts with host countrv nationals from the adjustment perspective. locals have typically 

not been included in expatriation research. 

'The most serious shortcoming of current selection studies is that they are conducted from a 

closed-system perspective. They focus on forces internal to the NfNC [multinational 

company] system, namely, HQ [headquarters] officials and expatriate managers, and ignore 

those in the host environment of the NINCs, namely the host-country subordinates of the 

expatriates and the executives of the host-country organisation' (Zeira & Banai, 1984). 

Studies that have looked at the locals' perspectives (e. g. Halley, 1994, Taylor, 199 1, Zeira 

& Banai, 1984) show friction., problems arising between expatriates and local employees. In 

a study of ethnocentric multinationals' US operations, for example, Zeira and Banai (1984) 

identified common morale problems among local employees, including dissatisfaction with 

communication and decision making, and frustration with limited promotion opportunities. 

Kopp (1994) identified a number of clashes between Japanese expatriates and American 

' 'Company size' was measured by the number of employees worldwide: <10,000. M000-30, OW 
>30.000, the groups for the 'percentage of foreign revenue . Nvere < or > 40% of the total rcvcnueý the 
'nuinber of expatriates in the company' was grouped as < or > 50 expatriates. 
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locals. In another research project performed with Singaporean managers working for 

American, UK and Japanese multinational companies, Hailey (1994) suggested that 

different manafzement styles, different time scales, the locals' negative perceptions of the 

expatriates , role and compensation, and the fact that the expatriates NNere not able to build a 
local network created concerns for attracting and retaining the best local employees. 

In order to learn more about the expatriate-local interaction and its role in the success of 
expatriate assignments, it is essential that both parties, expatriates as well as locals, be 

studied. 

The expatriates 

The sample included American, German and Japanese expatriates. Germany, Japan and the 

USA were chosen as home countries for the multinationals for the following two reasons. 

(1) According to a report published by Business Week (July 10,2000) Germany., Japan and 

the United States are arnong the five countries that host the majority of the world's top 

companies (see Table 3.2). 

(2) The three countries 4 shoNN relatively big distances from one another on Hofstede's 

cultural dimensions (see Table 3.3), and thereby provide a good basis for comparison. 

Because of the differences in the cultural dimension scores, it seemed reasonable to assume 

that expatriates coming from these three different countries would experience different 

types and different levels of difficulties in Russia (suggested also by Bradley, 1999). 

The definition of an expatriate was as followsý 'An expatriate is an employee who is sent or 

employed by her/his company for a work assignment tO/in a country other than hcr/his 

home country for at least one year. ' There was an additional requirement for an expatriate 

to be included in the sample. the expatriate had to have regular contact with the local 

employces. There were no requirements as to hmv long the expatriate had to be in the 

location prior to the niterviews, since the combination of the responses given by 

' The United Kingdom was not included in the field research for two reasons: (1) some of the UK 
cultural dimension scores are similar to those of Gcrinarry. while others are similar to those of the 
USA- ' and (2) in order to keep the project to a manageable size, I decided to limit die sample to three 
home countries. 
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'newcomers' and experienced expatriates was likel. v to produce more Insight and a richer 
data set. 

The locals 

Country 

Russia ývvas chosen as the research site because of. - 

its potential importance in the world economy- 

the relatively small amount of research on the cultural side of business activities In the 

countryl 

the gap in business Infrastructure between Russia and the developed countries, which 
makes the expatriates easily distinguishable from the localsl 

the fact that the researcher lived in the same type of political and economic system, and 

she also speaks the language. Owing to these I was able to understand the Russian 

context in a relatively short period of time. 

X4--- 

Since Russia is a large country with different climates, lariguages and varying standards of 
5 living in various parts of the country, it seemed reasonable to ass nine that the cultures also 

vary in different areas. Therefore I decided to concentrate on the European part of the 

country, and within that area, on MoscoN\,,. Moscow was chosen because: 

ff it represents the most developed part of the country; and 

0 there is a high level of concentration of businesses and expatriates. 

The companies 

In order to be able to attribute the findings to cultural differences, comparative studies 
attempt to control for different variables. The variables that I considered to control for in 

this study Nvere: industry. organisational culture and ownership structure. 

am not aware of anv study that lias assessed the possible differences aniong the cultures of 
different parts of Russia. 
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Industrv and manisational culture 

As Johnson and Tuttle ( 1989) point out, there is always a trade-off between maximising the 

generalisability of research findings and the number of variables that are controlled for 

when choosing the sample. The following reasons led to the decision to use a 
heterogeneous sample in terms of industries and organisational cultures. 

0 The present study was of an exploratory nature, and the aim of the research was to 

'sable, at least in the Russian context, Identify findings that are generall I 

0 The level of analysis was the interaction between two individuals, and the influence of 

specific industries and organisational cultures was not deemed to be essential for how 

this interaction was conducted. 
0 There is a limited number of expatriates in Russia. thus pragmatic reasons also pointed 

towards the inclusion of several industrial sectors. 

I recognised that using a sample of mixed industries and organisational cultures meant that 

the differences found among the three groups (German-Russian, Japanese-Russlan and 

US-Russlan) could have also represented some of the differences among the various 

industrial and organisational cultures. In order to avoid this pitfall, the sample size was 

increased and the sample was selected in such a way that the nationalities of the 

multinationals did not coincide with certain industries - that is, the German, the Japanese 

as well as the US samples included expatriates from both the services and the industrial 

sectors. 

ONN-nershi 

Regarding the ownership structure of the companies, the field research concentrated on 

joint venture and foreign-owned companies, since these provided the best context for 

regular interactions between expatriates and local employees. Expatriate and local 

interaction also occurs in Russian companies, especially in the banking industry, these 

companies, however, were not considered appropriate for the sample, since the context of 

the interactions was rather different, the operations not being part of multinational 

companies. 

82 



As the aim of the study was to identify difficulties that would arise in expatriate-] ocal 
interaction, no constraints were put on the characteristics of the Russian employees other 

than that they had to be in work contact with expatriates. The potential differences in the 

Russian employees' background (age, gender, length of service with the company, etc. ) 

were Judged to 'thicken' (Geertz, 1973) the data set, and thereby enrich the findings. 

lclentijving the sample 

In order to get access to individuals, I first identified American. Gen-nan and Japanese 

companies in the Moscow business directory. The process was 'semi-random', as the 

sample was randomly selected from those American, German and Japanese companies in 

the listing with which the researcher was familiar. The first contact to be approached in 

each company was the managing director, who then helped to set up the interviews. In a 

few cases I was referred to potential intervieNvees via personal contacts. 

The aim was to have a large enough sample for the individuals' personal experiences and 

personalities to be varied. ' As a result, the study included 87 interviewees from 26 joint 

venture and foreign owned conipanics 

3.2-2.2 Designing the interview guide 

Pilot interviews 

Using the literature review and the prior experience of the researcher, initial guidelines 

were designed for conducting pilot interviews with expatriates and locals. The aim of these 

interviews was to refine the instrument. The interviewees were asked to answer open-ended 

questions, and to elaborate on issues that may arise in expatriate-local interactions. 

Four intcrviews Nverc conducted in Hungary, two with expatriates (an American and a 

German) and two vvith Hungarian employees. Although the cultures of Russia and Hungary 

differ, it , vas deemed appropriate to do these pilot interviews M Hungary for the following 

reasons: 

The aim of the pilot interviews Nvas to identify questions to be asked rather than cultural 

differences. 
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0 Both countries were developing and previously had similarly functioning planned 
economies. 

There was a limited number of companies to be approached in Russia-, therefore it was 
deemed unwise to tap into these companies unnecessarily for the pilot interviews. 

The pilot interviews lasted on average 50 minutes. 

In addition to the four interviews in Hungary, I conducted a three-hour in-depth intervieW 

NNIth a former expatriate in Russia and a one-and-a-lialf-hour intervlexv Nvith a search 

consultant who has specialised in finding expatriates for multinational companies in Russia 

since 1989. 

Based on the six interviews, two versions of the semi-structured interview guidelines - the 

expatriate and the local versions - were drawn up. 7 The questions enquired about both 

managerial and communication issues. The situations that emerged to be addressed in the 
interviews were as follows: 

" using foreign languages, 

" addressing colleaguesl 

" communicating via telephone., in written form and through presentations. 

" motivating, 

" rewarding good performance, and 

" dealing with mistakes, 

Semi-structured interviews were deemed to be the most appropriate research method in 

order: 

to provide some structure (and also comparability) for the research, but also 

to have the opportunity to cover potential areas that the researcher did not initially 

include. 

-3.2.23 The data coflection strategy 

6 No personality tests were performed as part of the research studv. 
The intenýiew guidelines are attached as Appendix 4A and 4B. ' 
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Data triangulation 

Using several data sources provides a richer data set, increases reliability and reduces the 

possible bias of the researcher. In order to enrich and also to triangulate the data, interviews 

were planned with German, Japanese and US expatriates as well as with Russian employees 

who interacted with them. 

As Part of the triangulation process, secondary information (for example, company manuals 

on expatriation) were also studied. In addition, where applicable, data derived from 

observation of office environment, layout, decoration, and so on were also included in the 

analysis. 

Arranging the intervicvvs belbre and during the economic crisis ol'A ugust 1998 

The research was planned to be conducted with subsidiaries of American, German and 
Japanese multinational companies. The three periods of interviews were scheduled for July, 
September and December 1998. Thus the first interviews were performed before the August 

economic crisis, the second set just after the crisis began and the third set a few months into 

the crisis. While for the first trip it was no problem to pre-arrange the interviews, the crisis 
made planning the interview schedule for the next two trips prior to arrival in Russia nearly 
impossible. The procedure was as follows. After having identified the name of the general 
manager of the company, I contacted him (in every single case it was a 'him) via fax. The 

typical reply I got when calling regarding the interviews was the folloNving: 'Yes, we have 

received your fax, and we are interested in talking to you. But we are not sure yet what will 
be happening in a fe-, N weeks' time. Call us when you get to Moscovv. ' I found these 

reactions encouraging enough; therefore - even though I had only a few interviews pre- 
planned each time -I decided to go to Mosco,, v anyway. 

The crisis could have had a negative effect on the research, but I believe that it did not. 
Expatriates seemed to be in a continuous alert situation, being called to meetings after 

meetings, not onlv locally but also internationally, as they Nvere often asked to go to their 

headquarters. Thus they had very little time for non-core activities. The fact that in the end I 

had fullv scheduled davs for my entire stay in Moscow on both occasions confirmed the 

importance of the subýject in the eyes of expatriates as . vell as Russian employees. 
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There were a few non-respondents. Two Japanese companies reftised to participate in the 

research study, without any particular explanation. Another few companies I contacted 

were willing to participate in the prQject, but owing to timing difficulties, the interviews 

could not be arranged during iny three stays in Moscow. The timing difficulties were 

mainly caused bv the hectic schedules of the expatriates, who were away from their offices 
for substantial periods of time. Overall, expatriates as well as Russian employees iNere very 

willing to discuss the topic. 

As mentioned previously, I conducted a total of 87 interviews. Table 3.4 summariscs some 

of the characteristics of 72 American, German, Japanese and Russian interviewees. In the 

American companies all expatriates were American, in the Gcrman companies all 

expatriates were German and in the Japanese companies all expatriates were Japanese. As 

the research aimed to compare different cultures, I felt it was important that the companies' 

and the expatriates' nationalities v-, Tould match. The findings, including the counts of the 

responses reported in Chapter 5, are based on these interviews. 

Table 3.4 Summary of interviews 

Companies Expatriates Local employees Total 

us 16 interviews 14 interviews 30 interviews 

(5 women +II men) (9 women +5 men) (14 women + 16 men) 

German 12 interviews 14 interviews 26 interviews 

(12 men) (10 women +4 men) (10 women + 16 men) 

Japanese 7 interviews 9 interviews 16 interviews 

(7 men) (5 women +4 men) (5 women + 11 men) 

Total 35 interviews 37 interviews 72 interviews 

(5 women + 30 men) (24 w7oinen + 13 men) (29 women + 43 men) 

An additional 15 intervieNNs Nvere conducted with Canadian, German, UK and US 

expatriates working for Canadian, German and UK companies, and Russians worknig for 

Russian organisations. As the nationality of the interviewees and the companies did not 

match as required, the data from these interviews were used as background information. 
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Perft)rming the interviews 

The serni-structured interviews asked the interviewees to describe how they performed 

certain tasks, and how they acted and reacted in a number of concrete business situations. 
The topics covered during the interviews included: the usage of foreign languages, 

addressing each other, communicating on the telephone, in written form and through 

presentations, motivation, providing positive feedback. and dealing with mistakes. By 

referring to concrete situations, I aimed to tap into actual behaviour patterns and processes 

rather than attitudes. 

The average research interview lasted for about 75 minutes. During the interviews the 

researcher took notes, which were revised immediately after each interview. Schedules 

were set so that I had sufficient time to review the interview notes in order to ensure the 

capture of (nearly) all valuable data. The majority of interviews were also tape-recorded. 

In addition to the above mentioned subjects, I also collected data on the intervieNvees' 

personal background. For the expatriates these included age, gender, family status, 

nationality, language capability., number of years with the company, previous international 

experience, and selection and preparation for the expatriate assignment. In the case of the 

locals I gathered data on age, gender, number of years with the company, and previous 

international experience. 

The language of the interviews 

The interviews with Japanese and native English speakers were conducted in English, NN-1th 

German expatriates in German. The majority of the intcrvieNN-s with local employees were 

also conducted in either English or German. However, in order to clariýy some points, in a 

few cases I also used Russian during the interviews. In addition, I applied the following 

techniques to ensure both that the interviewees understood the questions and that I 

understood their responses correctly: 

avoiding leading questj . ons and questions that could be answered with 'ves' or ýno'. 

a rephrasing questions, and asking for confirmation of the response this Nvav-, 

checking the responses for consistency,, 

rephrasing the interviewees' responses, and asking for confirmation. 
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Although, given the nature of conducting interviews in a foreign language, there may have 

been some misunderstandings, I believe that my knowledge of English, German and 
Russian, together with the techniques described above, kept potential misunderstandings to 

a minimum level. 

3.2.2.4 Theftameworkfor data anaýjsis 

Memos 

Prior to as well as parallel to the process of sorting and categorising responses (i. e. both 

during my visits in Moscow and bet,, \, een the vIsIts) I prepared memos. These Included the 

following types. 

Content-related memos: 

0 Observations I made about the interaction between expatriates and Russian employees. 
These referred to such matters as expatriates and locals addressing each other, using 

foreign languages, the way locals were using the telephone, etc. 

Initial identification of categories and issues arising in expatriate-local interactions. 

These memos were ty rV . pically written based on a number of inte lews, and ended with 

questions to be asked in subsequent interviews. 

Process-related memos: 
The degree of difficulty of arranging the interview. (For example, was sending an 

initial fax-introduction enough9 Could I get easily through to the manager, or did I have 

to call the secretary several times?, etc. ) 

0 The respondents' willingness and readiness to talk once I was at the location. (Did the 

inteirvie,, N, ee mind being tape-recorded? Did I have to keep the length of the interview to 

the timeframe we agreed on or did the interviewee have as much time for me as I 

wanted9 Comments about body language. etc. ) 

m The description of the physical location, and the general feeling of the office 

environments. (Where was the office located9 The lavout of the office. Did the 

managers seem to close their doors?, etc. ) 

Regular updates of the make-up of the sample, in order to ensure a good spread of the 

interviewees - that is. to have a representativc sample. 
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Iden tifying patterns and tallying of responses 

Interviews were typed up based on the field notes and the taped IntervleiNs. Then the data 

for each interview were coded, and categories and schernes were identified using an 
iterative process. 

Data collection and analysis have been parallel activities. As the field visits were scheduled 

two and three months apart, I had sufficient time to reflect on and initially to analyse the 

data between the sets of interviews, This allowed to identify prospective categories and 

themes that could be clarified. tested and contrasted in the subsequent interviews. As a 

result of this process categories and patterns could be refined and the findings and 

conclusions could become more robust. 

The following working table shows an example for identifying and refining categories. 

Working table - What motivated the Russian emploývees? -- AnalYvis QfRussian responses 

Respondents Key phrases of responses Category - first identified Category - revised 

J6R Promotion would motivate me Promotion Self- fulfillment 

JIOR Making your CV look better Experience Experience/knowledge 

J14R Friendly departmental 
atmosphere 

Friendly work 
environment 

Good working climate 

J16R Security Security Security 

A6R Monev Financial rewards Financial rewards 

A12R Acknowledgement of good 
work 

Recognition Positive feedback 

A13R My own professionalism Satisfaction at work Self- fulf-i llijicnt 

A15R Achieving soinedung Good performance Self-fulfillment 

G5R Increase in salary Financial rewards Financial rewards 

GlIR Recognition of my work Recognition Positive feedback 

8 The interviewees Nvere referenced Nvidi a three-digit code the following way. The first letter referred 
to the nationflity of the company. The number in the middle sho-wed the identification number 
within that group. The third digit -a letter - slioNNed the nationalily of the respondent. Thns, for 
example, AIA nicant No. I respondent in Ific group of American companies, American respondent. 
MR, on the other hand, ineant a Russian respondent in a German company. who was given the 
number '3'. 
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G12R Good atmosphere Good working climate Good working climate 
G13R Independent tasks Independence Responsibility 

For each question a separate summary -vN, as prepared according to the ionality of I nati 

expatriates. These summaries - for the American, German and Japanese responses, 

respectively - served as a basis for comparison among the three different groups of 

expatriates. 

The Russian responses were analysed according to which nationality the local employees 

worked for. The responses for each of the three groups (working for American, German and 

Japanese companies, respectively) provided the basis for uncovering similarities and 

contrasts -, vithin the Russian samplc. 

Tallying the responses is important in order to ensure that the researcher indeed identifies 

categories and schemes that the respondents emphasise rather than potentially following her 

own bias (Miles & Huberman, 1994). Therefore I tallied the responses to the following 

areas of enquiry: 

expatriates' and Russians' responses as to what motivated Russian employees, 

ff expatriates' and Russians' responses as to whether and hoNN, expatriates provided 

positive feedback, 

m expatriates' and Russians' responses as to how the two parties reacted when dealing 

with mistakes. 

These questions were discussed with each interviewee unless there was insufficient time to 

raise one of the issues. The counts related to the above questions arc reported throughout 

Chapter 5 'Results and discussion of the field research in Russia'. 

There were, however, areas of enquin, where the purpose of the interviews was to identify 

issues and thereby to create a thick description. These areas included 

R the use of foreign language, and 
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issues expatriates had with the Russian ways of communicating on the telephone, 

through memos and during presentations 

As the main purpose was to identify as many issues and potential inisunderstandings as 

possible, I asked open-ended questions, and not every issue was discussed with each 

interviewce. However, once a behaviour/issue was mentioned by a respondent, I did verify 
the comment with at least two more respondents of the same category (one category was, 
for example, Russians working for German companies, another one, Russians working for 

American companies, etc. ) in subsequent interviews. 

For example, Nvhen a respondent mentioned with regard to written communication that 
'Russians use long sentences which are difficult to understand' (American expatriate), I 

searched for verification. I was looking for confirmation or rcfiltal of the pattern when I 

asked the following questions: 

" What kind of issues or problems do you have when you are reading a memo written by 

a Russian employee'? 

" Do you find that Russians write memos differently from the way you NvoulV 

" If ves, then in what way? 

" How efficient are Russians in merno-writing'?, Etc. 

When I fclt confident that an issue was 'saturated' (Strauss & Kobrin, 1990), 1 did not 

ticcessarily raise the particular issue in subsequent interviews. 

Asscssing cultural acceptabihýy 

In order to be able to identify concrete behaviour patterns that needed to be altered so that 

optimal communication might be achieved, I developed the 'Cultural Acceptability Model' 

(Figure 3,1). The model served as an aid for identlfý71ng and analysing behaviour patterns 

from the 'cultural acceptability' perspective, thereby uncovering those actions and reactions 

of the interacting parties that were culturally not acceptable for one of them. 
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Figure 3.1 Cultural Acceptability Model 
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The model is based on the social identity (e, g. Taj'fel & Turner, 1986) and communication 

theories (e. g. Gudykunst, 1993). Our perceptions, action and reactions are all affected bv 

our environment. We like to be able to categorise things, people and events into schei-aas 

that are known to us (Weick, 1995). When people communicate, the communicating parties 

encode, transmit and decode their messages. Each step in this process is performed based 

on our perception and understanding of the world. 'Noise' may occur in any part of the 

communication process, and depending on the level of the noise, the message may get 
distorted to various extents. In the 'Cultural Acceptability Model' the message is 

transmitted via the expatriate's or the local's action or reaction. The expatriate or local 

person receives the message and decodes it. In this model one particular source of noise is 

emphasised, and that it the cultural differences. 

When one person decodes the other person's behaviour, s/he may find this behaviour 

acceptable, depending on her/his cultural background. Culturally acceptable behaviour 

leads to harmonious work relationships, while culturally unacceptable behaviour leads to 

(potential) conflict situations. 

The following feedback or the lack of it may have an impact on the interacting par-ties' 

future actions and reactions. In cases when explicit feedback is provided, it is probably 

noticed and understood, and therefore may be acted upon. However, explicit feedback may 

not be provided, and the interacting parties may have to try to 'read' the non-verbal 

feedback ", Inch is likely to be given. However, due to the cultural differences, this may 

often not be noticed or understood, and therefore not acted upon. In these cases the conflict 

situations mav prevail. 

In mv understanding a behaviour is culturally acceptable if it is not disturbing/offending the 

other party, who therefore can accept this behaviour. A behavolur is culturally unacceptable 

if it disturbing/offending the other party who therefore cannot tolerate and accept this 

behaviour. 

In this research the cultural acceptability of behaviour patterns was determined based on (a) 

the responses of the interviewees, (b) previous research findings (e. g. Bames et al., 1997. 

McCarthv & Puffer, 1994,1995, Puffer, 1996, Shekshnia, 1994), and (c) mv prior 

knowledge about the cultures involved. 

The interviewees' responses were evaluated in the folloNving NvaN 
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If the communicating parties described an action as a 'normal way of doing things', 

without expressing criticism, the action was categorised as culturally acceptable. 
Responses of this nature included the following: 'It is Just a different way of doing 

things, ' 'It is OK, it is in their culture, expatriates do not do things the same way. ' 

M If an action seemed to disturb or offend an individual, and therefore criticism was 

expressed, the action , vas categorised as culturally unacceptable. The following are 

examples of this type of response: 'I accept it but I do not like it, ' 'Expatriates just do 

not understand us. ' 

In this study the 'Cultural Acceptability Model' provided a framework as to what process to 

follow in order to (1) identify the communicating parties' actions and reactions in a number 

of business situations, and (2) determine these actions' and reactions' cultural acceptability 

and thereby their effects on the work relationships. Chapter 5 shows the applications of the 

'Cultural Acceptability Model', in the analysis of how expatriates and locals addressed each 

other, and how expatriates and locals reacted when a Russian employee made a mistake. 

Further conceptual, practical and educational use of the model is discussed in Chapter 7. 

Identification ofpolenlial conflict situations 

Potential conflict situations were identified not only based on cultural unacceptability but 

also by contrasting expatriates' and locals' responses. This 'matching' analysis was applied 
to uncover potential conflict situations in the areas of providing positive and negative 
feedback and motivation. This method is supported by the argument of London (1997), 

according to which feedback giving and feedback seeking are integral and reciprocal 

activities. Therefore, contrasting local and expatriate views and behaviour can lead Lis to the 

identification of potential conflict situations. 

For example, 100 per cent of the Japanese expatriates reported providing direct feedback 

when the local employces did a good job. At the same time, only 3 -1 ]all 
-, 

3 per cent of the Russ' 

employees (working for Japanese expatriates) reported receiving positive feedback. The 

mismatch' of the perceptions combined with the Russians' comments, such as 'I was told 

well-done' once or txvlce in the last five years I, pointed to potential conflict situations 

between the Japanese arid the Russians in the area of providing positive feedback. 
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Another example would be how expatriates and locals viewed the Russians' motivational 
factors. As reported in Chapter 5., there were a number of mismatches between the two 

parties' perceptions, each potentially causing problems between expatriates and locals. 

Expatriates'andRzissians'behavioitr with their own nationahoý counterparts 

Table 3.5 was prepared to serve as useftil background information when preparing for the 

interviews as well as to be an aid when analysing the different nationalities' interactions. 

The table describes how expatriates and locals are likeIV to react in certain business 

situations. The data for Gerinany, Japan and the USA are based on individual country 
findings (Ab ecasis-Phi I lips, 1992, Gordon, 1988, Gudvkunst & Ting-Toomey, 1988. - Hall 

& Hall, 1987, Stewart el a/., 1994, Yasutaka, 1995), and therefore describe the lIkeIv 

actions and reactions of these nationalities in their own environments. The Russian data 

(Barnes et al., 1997-, Puffer, 1993,1994, Puffer & McCarthy, 1995, Puffer & Shekshma, 

1996; Welsh, Luthans & Sommer, 1993) mainly refers to the habits and customs prevailing 

during the 'old' - planned economy - system. 
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3.3 FURTHER NIETHODOLOGICAL ISSUES 

In the previous sections the doctoral project's quantitative and qualitative research designs 

were described, together with some methodological issues, such as ensuring the 

representativeness of the sample, data triangulation and reaching equivalence through the 

iterative process of translation and back-translation. In the following, ffirther 

methodological issues, including general isation/external validity, etlinocentricity/rescarch 
bias and equivalence are discussed in some detail. 

External validil. vgenerahsalion 

Perhaps the biggest problem cross-cultural research has to face is that of generalisation. 

Gencralisation assumes the stability of factors across contexts, and this requirement may 

not be met in the international arena. The validity of models that tend to focus on 

prescriptive as opposed to descriptive or analytical approaches can often be questioned 

(Rosenzweig, 1994). Representing a rather extreme view, Oberg (1960) asserted that 'the 

rules and requirements for managerial success and/or effectiveness differ so significantly 

across cultural boundaries as to make any attempt to gencralise certain universal principles 

for management is a meaningless task. In order to perform meaningftil research and 

provide findings upon which future research can build, it is every researcher's 

responsibility to describe exactly under which conditions her or his theory can be applied. 

For the doctoral research the issue of gencralisability arose first of all in Stage Two - Eield 

rcsearch in Russia. Through describing the research design and the process of analysis in 

detail, I aimed to give a transparent picture about the field research. 

The sample of the local employees concentrated on Russian managers working in foreign 

companies and with expatriates, which limits the generalisability of the findings to this type 

of Russian managers. 

The two models, the Cultural Acceptability Model and the Model of Sources of 

Misunderstandings in Expatriate-Local Interaction. howevu, which represent a higher 

conceptual level, are more gencrallsable and may be applied in any parts of the Nvorld. 

98 



E, thnocentricity in the field'research bias 

As researchers are also 'culturally conditioned', it is very easy to bring one's own bias into 
the studies. Particular areas as well as management science as a whole have been the 

subýjects of criticism for their ethnocentricity (Adler 1983a, b, Hofstede 1994). In order to 

avoid, or at least to minimise the bias of research design, data collection and analysis, 
Triandis (1972) suggested the use of multicultural teams, while Hofstede (1980) advocated 

using researchers with multicultural backgrounds. 

As the Ph. D. study is an individual prqject, the inclusion of other researchers was not 

possible. The following efforts have been made in order to reduce the researcher's bias. 

Stage One -- Comparative surveiý. Perhaps the best way to overcome translation problems 

in cross-cultural research is to have the instrument constructed independently by each of the 

nationalities included in the study, and then to incorporate all the items from each version. 
Although this 'decentring process' makes the instrument longer, it most likely includes all 
the items that should be covered in order to consider all possible responses. When 

designing the questionnaire, I tried to imitate the decentring process. As described 

previously, I worked closely with colleagues, personnel managers and expatriates coming 
from the nations included in the study. Although separate questionnaires were not created 
by the four nationalities, German, Japanese, UK as well as US expatriates were asked to 

comment on the different versions of the questionnaire. According to their comments, 

amendments and additions were made. 

Stage Two - Field research in Rzissia. Before starting the field study, I conducted a self- 
intervie, x in order to identify my own bias towards the research. I realised that, as - 
because of my studies -I was quite familiar with the history, the culture and the business 

practices of Russia, I had to be careful not to look for the confirmation of my expectations 
but rather to keep an open mind during the interviews as well as the analysis. 

Equivalence 

While misunderstandings may occur when using technical tcrminology, the task becomes 

more complex in management studies using social terminology (Rosenzweig, 1994). since 
it is linked to attitudes and perceptions that may have developed differently in different 
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countries over time. Literal translation does not solve the problems, it is conceptual 

equivalence that needs to be reached. 

Stage One -- Comparative survey. The following steps were taken in order to ensure 

construct and language equivalence in the questionnairei 

(1) Special attention Nvas paid to using simple, clear expressions and no jargon. 

(2) The most commonly accepted way of avoiding 'translation errors', an iterative process 

of translation and back-translation (Brislin et al., 1986), was applied. 

(3) Translators should not only speak the two languages, they should also be familiar with 

the subýject of the study. Hofstede (1994) furthermore suggests that translators should 

translate into their preferred language (the majority of bilinguals and multilinguals have 

one strongest language), so that they can make the finest distinctions. The expatriates, 

human resource managers and researchers assisting the translation of the questionnaires 

were all familiar with the subject, and they were all asked to check the translation in 

their native languages. 

Stage Two - Fielof research in Russia. I believe that my language knoN-,, Iedge and the 

techniques used during the intervielvS (described in 3.2.2) kept the misunderstandings and 

misinterpretations of questions and answers - that ought to occur due to the nature of 

doing research in several languages - to minimum. 
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CHAPTER 4 

RESULTS OF THE COMPARATIVE SURVEY 

Chapter 4 present some of the main findings of the survey. The focus here is on those 

results which could be compared to Rosalie Tung's (1982) study. A more comprehensive 

report of the findings is attached as Appendix 5. This 'Company Report' was sent to the 

multinationals as an appreciation for their participation In the study. 

Chapter 4 is organised in the following way: 

9 4.1 describes the multinationals' profile; 
4.2 focuses on the results regarding staffing, selection methods and criteria, training 

and success (premature return) rates; and 

4.3 shows a brief analysis of the possible evidence for the convergence of expatriate 

practices. 

4.1 STUDY PARTICIPANTS' PROFILE 

The questionnaire was sent to 579 multinationals. From this total 140 companies returned 

completed questionnaires, of which 136 were valid, including 35 Gen-nan, 20 Japanese, 34 

UK and 47 US questionnaires. The overall response rate was 23.5 per cent, with variations 

among the countries. The individual response rates were as follows: Germany: 22.7 per 

cent, Japan: 14.4 per cent, United Kingdom: 27.2 per cent and United States: 29.2 per cent. 

The lower Japanese response rate coincides with the fact that Japanese companies and 
individuals prefer face-to-face interaction to surveys. Also, the fact that about 30 per cent of 

the Japanese questionnaires were sent to the 'Head of Administration and Human 

Resources', rather than to a specific person, may have contributed to the lower response 

rate. 

62.9 per cent of the German, 65 per cent of the Japanese, 54.8 per cent of the UK and 63.8 

per cent of the US respondents came from the industrial sector, while the remainder 

belonged to the services sector. Overall, 21.6 per cent of the respondents had fewer than 

10,000 employees worldwide, 32.1 per cent had 10,000-30,000 employees, and 46.3 per 

cent had over 30,000 employees (this latter group constituted 73.9 per cent of US 
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respondents). The average turnover coming from overseas (among the 75.7 per cent of 

companies providing this information) amounted to 50.1 per cent in Germany (n=27), 26 

per cent in Japan (n=16), 66 per cent in the UK (n=28) and 39.2 per cent in the USA 

(n=32). 

Nu mber of expa tria tes 

The study participants employed approximately a total of 34,000 expatriates. The average 
number of expatriates per company was as follows: German: 250, Japanese: 314, UK: 135, 

and US: 312. 

While in the case of the USA the higher proportion of expatriates per company may be 

explained by the US sample being dominated (74 per cent) by companies with over 30,000 

employees, this was not the case with the Japanese multinationals. Japanese MNCs overall 

seemed to be more reliant on expatriates than their Western counterparts. No explanation 

can be given for the lower number of expatriates in UK firms based on their size; therefore, 

it may be concluded that UK multinationals seemed to use fewer expatriates than the 

companies of other nationalities. 

Regional distribution of expatriates 

Figure 4.1 shows the distribution of expatriates employed by the respondents by nationality 

and by region. The biggest proportion of expatriates were sent to Asia and Western Europe, 

and to North America in the case of the Japanese companies. 
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Figure 4.1 
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The survey queried whether multinationals expected a change in the number of expatriates 
in the future. One may conclude that expatriates will continue to play an important role in 
the multinationals' international operations and that their total number is likely to increase. 

The strongest indications for change were given for Asia, where all respondents expected 

an increase in the number of expatriates. The Western countries also expected an increase 

in Eastern Europe. In addition, the UK and the USA expected a slight increase in both 

North and Central/South America. 

MNCs did not expect any changes in Africa, the Arabic countries, Australia and New 

Zealand, and Western Europe; at the same time, none of the countries expected a decrease 

in the number of expatriates in any region of the world. 

Female expatriates 

According to the findings, seven per cent of the respondents' expatriates were female, with 
Japan (0.6 per cent) having the lowest, and the USA (I I per cent) having the highest 

proportion of female expatriates. Women seemed to play a bigger role in the services (I I 

per cent) than in the industry sector (four per cent). 
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Why did multinationals have fewer female than male expatriates? Companies chose 'dual- 

career problems' and 'family constraints' as the most important reasons from the list given 

in the questionnaire. German MNCs agreed most with the statement 'In some countries 

women are not accepted as managers'. 

Japan was the only country where respondents agreed with the reason 'Women are less 

willing to become expatriates'. The low number of female expatriates in Japanese NINCs 

may also be due to the fact that some companies believed 'there is no need for female 

expatriates'. Japanese multinationals were also least disagreeing with the statement 

'Selection procedures are biased against women'. 

In addition to choosing from the list given in the questionnaire, 20 per cent of the 

respondents commented on either 'the low number of female managers in the company 

and/or the industry', or - its consequence - 'the women's lack of appropriate experience 

in management positions ,. 

Marital status 

Twenty-three per cent of the expatriates were single. Overall, 76 per cent of those who had 

a partner were accompanied by this partner on the assignment. There were, however, big 

variations among the countries, Japan showing the lowest (62 per cent) and the USA the 

highest (86 per cent) figure. 

Position of expatriates 

How much companies rely on expatriates in their international operations can be assessed 

not only by the number of expatriates they send to foreign locations, but also by what 

positions the expatriates occupy. Table 4.2 shows the distribution of expatriates by position 

and by nationality. 
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Table 4.1 Positions filled by expatriates (%) 

Position Germany Japan UK USA Total 

Senior managers 27 35 40 38 36 

Middle managers 25 40 26 33 30 

Junior managers 11 22 11 10 12 

Specialists 37 3 23 19 22 

Total 100 100 100 100 100 

In Germany the biggest proportion of expatriates occupied specialist positions, in Japan 

middle manager positions, and in the UK and the USA, senior manager positions. 

Germany's high percentage of specialists among its expatriates may indicate a higher 

involvement of locals in managerial positions in the German companies. The number of 

expatriates in Japanese MNCs, and the fact that Japanese companies sent the highest 

percentage of expatriates as middle and junior level managers, may signal that - among the 

surveyed countries - they relied most on expatriates in international operations. 

Overall, in the near future companies did not expect changes in the make-up of positions 

that expatriates would be likely to fill. 

4.2 MAIN FUNDINGS 

4.2.1 Staffing 

Why do companies use expatriates? Table 4.2 gives the ratings of twelve reasons for using 

expatriates in managerial positions in the four countries. 

Looking at the most important reason for using expatriates the following can be observed: 
'To set up a new operation' was given as the most important category for the UK (5.13, 

n=30) and Japan (5.21, n=19), 'to develop international management skills' for Germany 

(4.9 1, n=34) and 'to fill a skill gap' for the USA (5.33, n=45). 

The countries varied not only in identifying their most important reason for using 

expatriates, but also in assigning importance to the various other categories. The most 
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significant differences among the four countries included the following: 'To fill a skill gap' 

was significantly more important in the USA (5.33, n=45) than in Germany (4.18, n=33, 

p<0.000). 'To develop international management skills' received a signIficantly higher 

score in Germany (4.91, n=34) than in Japan (4.11, n=18, p=0.025). 'To provide career 
development opportunities' was significantly more important for the UK (4.53, n=30) than 

for Japan (3.4 1, n= 17, p=O. 005). 

The origin of expatriates 

While most expatriates in this survey were parent country nationals sent on foreign 

assignments from their headquarters, there were big variations among the countries (see 

Table 4.3). Japanese firms used significantly more parent country nationals (98.76 per cent, 

n=17, p<0.000) than any other country, and Germany (79.41 per cent, n=29) used 

significantly more than the UK (55.9 per cent, n=3 1, p=0.005). 

Third-country nationals are said to have the advantages (over parent country nationals) of 
being more familiar with their region's cultures and often being less expensive. The UK 

used significantly more third-country nationals (37.48 per cent, n=3 1) than Germany (11.86 

per cent, n=29, p=0.001) and Japan (0.47 per cent, n=17, p<0.000). 

Bringing expatriates into the headquarters gives companies opportunities to exchange 

knowledge and experience about varying business practices within the company as well as 

to acquaint non-headquarters employees with the corporate culture of the multinational. 

German and US MNCs had significantly more expatriates in their headquarters (8.72 per 

cent, n=29, p=0.033 and 9.48 per cent, n=47, p=0.008, respectively) than the Japanese 

companies (0.76 per cent, n=17). 
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Internationalisation and the origin of expatriates 

Traditionally parent country nationals were sent to fill expatriate positions. In the 1990s - 

as a sign of growing internationalisation - the role of expatriates coming from non- 

headquarters countries has been increasing. The survey data confirmed this trend. The more 

internationalised a company was - that is, the higher its non-domestic turnover was - the 

fewer parent country nationals, the more third-country nationals and the more expatriates in 

the headquarters it had. 

At the end of the 20th century each country's NINCs expected - albeit to a different 

degree -a decrease in the number of parent country nationals and a slight increase in the 

other two categories of expatriates. 

4.2.2 Selection methods 

Overall the results suggested that, although companies did use some of the formal ways of 

selecting - for example, they were conducting structured interviews - they relied more 
heavily on informal selection methods, such as references and self-nomination. 

Significant differences were found in most of the methods used for selecting future 

expatriates (see Table 4.4). Looking at the individual countries, the biggest variations could 
be seen between the Western and the Japanese companies. While Germany, the UK and the 

USA showed a similar regularity in conducting structured interviews, using references and 

self-nomination, Japanese firms used the latter two methods significantly more regularly 
(p<0.000) and conducted structured interviews significantly less often (p=0.006). 

Cognitive and psychological tests were hardly ever used by the German, the Japanese and 

the US MNCs. Although psychological tests were used significantly more often by the UK 

companies than by the MNCs of other nationalities, their overall usage was also low. The 

same was true for behavioural assessment, where Germany showed a significantly higher 

use than the USA and Japan (p<0.000 and p=0.036, respectively). Regarding cultural 

awareness assessment, there were two distinctly different groups, with Japan and Germany 

using this method most often (but still only 'fairly often' and 'sometimes', respectively). 

One of the selection tools the survey enquired about was a worldwide database of potential 

expatriates. Such a database ideally includes information about the candidate's personal 
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data, expertise, experience, potential and the extent of willingness of going on foreign 

assignments in different parts of the world. In the doctoral study only the Japanese 

companies reported making regular use of such a database. As the overwhelming majority 

of their expatriates were, however, Japanese, who kept a very close contact with the 

headquarters, it may have been an easier task to create and update a worldwide database for 

the Japanese companies than for their counterparts of different nationality. As technology is 

getting more accessible and easier to use, more companies may be able to establish a wider 

pool of potential expatriate candidates, in order to be able to find the matching candidate 
for each assignment. 

Table 4.4 Regularity of using the listed selection methods 

Selection method Germany 
(n'--34) 

UK 
(n=26) 

Japan 
(n=20) 

USA 
(n=47) 

Total 
(n=127) 

F p (F) 

Self-nomination 3.00 3.31 4.95 3.13 3.42 19.80 

References 3.75 3.42 5.30 3.62 3.89 12.44 

Structured interviews 4.06 4.19 2.55 4.04 3.84 6.01 

Cognitive tests 1.70 2.30 1.79 1.52 1.77 2.76 

Psychological tests 1.48 2.63 1.68 1.59 1.79 7.17 

Behavioural assessment 2.58 1.91 1.68 1.37 1.85 8.43 

Cultural awareness assessment 3.30 2.13 4.05 2.16 2.76 11.77 

Notes: Each item was rated on a six-point scale (I=never to 6=always). 
n represents the maxi mum number of datapoints. 
* p< 0.05, ** = p<0.01, *** = p<0.001. 

The questionnaire also queried whether the multinationals in any way evaluated the 

suitability of the partners for the assignment. There were no significant differences across 

the countries here. Overall the companies tended to leave the decision up to the expatriate; 

only very rarely did they make any attempt to evaluate the suitability of the partner. 

Fourteen per cent of the US respondents, however, noted that this assessment was 

performed at least in part through cultural training. 

4.2.3 Selection criteria 
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From the above results we know that companies typically did not follow a formal procedure 

when they selected their expatriate candidates. Bearing this in mind, the following results 

show how often NINCs used the selection criteria listed in the questionnaire. 

The most regularly used criteria varied considerably in the four countries (Table 4.5). The 

most important criterion in Germany was 'the expatriate's willingness to go' (5.42, n=33), 

in Japan the 'experience in the company' (5.65, n=20), and in the UK and in the USA the 

'technical/professional skills' (5.75, n=32; 5.43, n=44, respectively). 

Table 4.5 Regularity of using the listed selection criteria 

Criterion German 
(ný-33) ( 

UK 
n=32) 

Japan 
(n=20) 

USA 
(n=45) 

Total 
(n=130) 

F p (F) 

Age 3.45 2.78 4.84 1.78 2.91 57.91 

Educational qualifications 4.58 4.09 3.89 3.98 4.15 2.04 ns 

Experience in the company 5.27 4.94 5.65 5.13 5.20 3.67 

Expatriate's willingness to go 5.42 5.28 5.05 5.09 5.22 1.60 ns 

Family's willingness to go 4.66 4.69 3.32 4.42 4.38 5.45 

Gender 2.69 2.10 3.89 1.70 2.38 19.20 

Knowledge of new locality 3.30 3.23 4.32 2.89 3.29 9.35 

Language proficiency 4.39 3.47 5.22 3.11 3.83 22.23 

Loyalty to the company 4.58 3.26 4.11 3.07 3.67 10.05 

Leadership skills 5.06 4.66 5.11 4.78 4.87 2.09 ns 

The ability to work in teams 5.19 4.84 5.20 4.47 4.85 5.32 

Personality factors (e. g. open- 5.16 5,13 5.47 4.24 4.87 9.54 

minded, flexibility, resilience) 

Previous international experience 3.88 4.03 4.67 3.72 3,96 3.26 

Previous performance appraisals 4.91 4.34 5.17 4.76 4.75 2.88 

Technical/professional skills 4.50 5.75 5.55 5,43 5.28 15.07 

Notes: Each item was rated on a six-point scale (I=never to 6=always). 

n represents the maximum number of datapoints. 
* p<0.05, ** = p<0.01, *** = p<0.001. 
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The following examples illustrate further big variations among the countries 

Age was perceived significantly differently in each country, being the most often ('very 

often') used criterion in Japan and the least often ('rarely') used in the USA. Japan showed 

a completely different picture from each of the three other countries in three criteria. 
Japanese companies used the 'gender' and the 'knowledge of the new locality' criteria the 

most often, while they used the 'family's willingness to go' criterion the least often. 

Regarding 'language proficiency', Japan and Germany scored significantly higher than the 

UK and the USA. This may be explained by the fact that English is the accepted language 

of business in many parts of the world; therefore the UK and US companies may not have 

perceived a need to put special emphasis on languages. 

Germany and Japan scored significantly higher (5.19, n=32, p=0.009,5.2, n=20, p=0.029, 

respectively) on 'the ability to work in teams' than the USA (4.47, n=45). The highest 

rating for 'loyalty to the company' was given by the German NfNCs (4.58, n=33) and the 

lowest by the US companies (3.07, n=42). Despite Germans' renown technical orientation, 

somewhat surprisingly Germany scored the lowest on 'technical/professional skills'. As 

technical skills are ingrained in the culture, however, German companies may take them for 

granted as a minimum requirement and concentrate on other criteria. US companies used 

the 'personality factors' criterion the least often. 

Partners/spouses are an integral part of the expatriate assignments. They may help 

expatriates in their adjustment; on the other hand, when they fall to adjust themselves, they 

may be the main reason for premature return. The survey asked companies whether they 

preferred expatriate candidates with or without a partner. Perhaps for different reasons in 

the different countries, the majority of the N4NCs stated no preference. Out of those 

companies that did, it was the German multinationals that had the highest preference for 

candidates with a partner. As the respondents' comments suggested, this was because they 

believed 'it provides a more stable environment for the expatriate to Ufill her/his work 

commitments'. 

Dual-career couples represent one of the biggest challenges for international assignments. 
The pre-test interviews suggested that, while some years ago companies might have been 

able to handle this issue by providing additional financial benefits for the partner who had 

to give up her/his job, with the increasing number of dual-career couples, more varied 

assistance is needed. Thus respondents were asked to evaluate the following statement on a 
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six-point scale (I=strongly disagree to 6=strongly agree): 'I expect an increasing difficulty 

in the selection of expatriates owing to the potential increase in the number of dual-career 

couples. ' Germany scored the highest (4.85, n=34) and Japan the lowest (4.10, n=20), while 

the overall average response was 'somewhat agree' (4.47, n=135, F=2.93, p=0.036). 

This 'somewhat agree' response would imply that this is not an area where companies feel 

the need for action. While it was not surprising that Japan had the lowest score on this item, 

which may be explained by the more clearly set limits between the female and male roles in 

Japan, I expected a different result from the other countries. I suggest that because of the 

difficulties of finding solutions, companies still often choose simply not to deal with 'dual- 

career couples'. On the other hand, multinationals may not expect increasing difficulty in 

the future owing to the fact that dual-career couples have already been causing difficulties 

in the selection of expatriates for some time, and therefore the problem is not new. 

4.2.4 Cross-cultural and language training 

The training most often offered was overwhelmingly language training. Japan (5.05, n=20) 

provided language training significantly more often than the UK (3.79, n=33). Comments 

made by the Japanese respondents indicated that this language training often meant English 

rather than the language of the country of the assignment. The same often held for German 

multinationals, as well. 

The study also found significant differences among the countries as to how often they 

provided cross-cultural training for expatriates (Table 4.6). Overall companies offered 

country-specific cross-cultural training for expatriates 'sometimes' or 'fairly often', general 

sensitivity training was provided significantly more often by the Japanese and the US 

companies than by the UK and German NfNCs (p<0.000). 

Of those companies that did provide cross-cultural training, Japanese multinationals 

provided significantly more training by company trainers (43.16 per cent, n=20) than the 

US (8.74 per cent, n=36, p<0.000) and UK (13.85 per cent, n=26, p<0.000) MNCs. There 

were no significant differences in the length of the training provided, which averaged just 

over two days. 
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Table 4.6 Regularity of pre-departure training 

Type of training Germany 

(n'=35) 

UK 

(n=33) 

Japan 

(n=20) 

USA 

(n=46) (n 

Total 

=134) 

Fp (F) 

General cross-cultural training 2.49 2.97 4.85 4.13 3.50 15.55 

Country specific cross-cultural training 3.37 3.27 4.25 4.27 3.78 4.09 

Language training 4.60 3.79 5.05 4.26 4.35 5.20 

Notes: Each item was rated on a six-point scale (I=never to 6=always). 
n' represents the maximum number of datapoints. 
*= P<0.05, ** = P<0.01, *** = P<0.001. 

4.2.5 Success of expatriate assignments 

The survey enquired about the multinationals' expatriation failure rate, measured by 

premature return. Statistically no differences were found among the four countries, the 

overall premature return percentage being a relatively low 6.3 per cent. 

I also asked respondents to identify the reasons for premature returns (Table 4.7). There 

were no significant differences among the countries, and none of the reasons listed in the 

survey received an overall higher score than 'sometimes' (3). This may indicate that 

companies did not know the reasons for failure, or perhaps that the overall premature return 

rate of 6.3 per cent was deemed low enough by the MNCs not to investigate these reasons 
further. 
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Should companies do more? At first, the average 6.3 per cent does not sound a very high 

premature return rate. Premature return, however, is only the worst case scenario. It does 

not include failing expatriates leaving the company while on the assignment, and most 

importantly it does not include expatriates who stay their full term at the location while 

nevertheless being ineffective. The losses that may occur when an expatriate is not pulled 

out of a location include: failed projects, lost business, damage to customer relations and 

possible disruption of the local office (Zeira & Banai, 1984). Costs occur also from the 

individual's point of view: possible damage to career, stress, potential health problems and 

conflicts in the family. Quantifying all this would certainly result in a failure rate higher 

than 6.3 per cent. Thus, companies should continue to focus on maintaining or possibly 

ftirther reducing the premature return rates, and should concentrate on developing an 

evaluation system that can objectively assess the expatriates' performance. 
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4.3 IS THERE EVIDENCE FOR CONVERGENCE OF EXPATRLATE NUNAGEMENT 

PRACTICES? 

Brewster (1991) argues that because of the variations between the adaptation of previous 

and newly developed selection criteria, the comparison of studies is limited. McGaughey 

and De Cieri (1999) points to the difficulty of assessing convergence and divergence due to 

the lack of longitudinal studies. 

This section provides a comparison among the present study's country results as well as a 

comparison between the findings of Tung (all references are based on the study reported in 

1982) and the doctoral research. Based on this analysis tentative conclusions are drawn 

about the possible convergence of expatriate policies and practices in the participating 

countries. Tung's study was chosen as a base for comparison because it is the most 

extensive comparative study that addressed a wide range of expatriate practices in Europe, 

Japan and the USA. Also, as the questions of the two studies are similar, comparison should 

be more meaningful. In addition to this, Tung's study was performed almost two decades 

before my own research. Although the comparison of the studies does not equal to a 

longitudinal study, the two-decade time period provides a good base for identifying 

possible changes, whether towards converging practices or not. 

4.3.1 Staffing 

Why to use expatriates? 

USA. In Tung's study, 'starting up a new operation' and 'technical expertise' were the most 

important reasons in the USA for sending parent country nationals to foreign operations. In 

the present study the same two reasons - 'to fill a skill gap' and 'to set up a new 

operation' - were the two most important reasons, only their order of importance has 

changed. 

Europe. In the doctoral study 'to develop international management skills' and 'to set up a 

new operation' were among the three most important criteria in both Germany and the UK, 

which corresponds to Tung's findings, where 'start-up operations' and 'management 

development' were also among the most important reasons in Western Europe. 
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Japan. WI-iile there are similarities between the two studies in the Western findings, a 
definite change can be seen in the Japanese responses. Whereas Tung had concluded that 

Japanese companies did not consider any reason important other than 'parent country 

nationals are the best persons for the job', in the present study four reasons were given by 

the Japanese NINCs as 'very important' for using expatriates: ýto set up a new operation' 

(5.2 1, n= 19), ýto fill a skill gap', 'to coordinate with the headquarters' (4.68, n= 19) and 'to 

control the operation' (4.6 1, n= 18). 

Convergence.? The change in the Japanese responses may be a sign of some convergence 

between Japanese and 'Western' practices. Overall, however, looking at the five most 

important reasons given by each country, the results still show fairly divergent practices 

(Table 4.8). 

Table 4.8 The five most important reasons for using expatriates by country 

German 

To develop int'l mgmt skills 4.91 

To set up a new operation 4.7 

To ensure company standards 4.48 

To train and orient local staff 4.41 

To learn about local business 4.3 

United KinWom 

To set up a new operation 5.13 

To fill a skill gap 4.83 

To develop int'l mgmt skills 4.77 

To train and orient local staff 4.57 

To provide career development 4.53 

Jqpan 

To set up a new operation 5.21 

To fill a skill gap 4.68 

To coordinate with headquarters 4.68 

To control the operation 4.61 

To train and orient local staff 4.32 

United States 

To fill a skill gap 5.33 

To set up a new operation 5.25 

To train and orient local staff 4.61 

To develop int'l mgmt skills 4.53 

To control the operation 4.53 

Only two items were rated by all four countries as being among the five most important 

reasons for using expatriates: 'to set up a new operation' and 'to train and orient local staff'. 

Furthermore, four items received a high enough score in only one country to become one of 

the five most important reasons in that country, including: 'to provide career development 

opportunities' (UK), 'to coordinate Nvith the headquarters' (Japan), ýto learn about local 

business' and 'to ensure company standards Nvorld-wide' (GermanNI). 
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The presence of such divergent priorities argues against the idea of overall convergence in 

expatriate staffing practices. 

The origin ofexl-mtriates 

Japan. Tung showed that Japanese companies employed considerably more parent country 

nationals than companies of other nationalities. In her study, only in Africa did the Japanese 

NINCs employ any third-country nationals. The present study still showed very few non- 

Japanese expatriates in the Japanese companies. 

USA - E'urope. In Tung's study the US N/fNCs seemed to make more use of third-country 

nationals than their West European counterparts. According to the present study the 

proportion of third-country nationals appears to have increased in Germany and the UK as 

well as in the USA since Tung's research. However, because of the differences in the 

survey instruments, direct comparison was not possible between the two studies. 

COnvergence? The implications of expatriate make-up patterns for convergence here are 
limited. In the present study it was still the Japanese MNCs that appeared to be the most 

ethnocentric. While the reasoning for using expatriates of the Japanese N4NCs seemed to 

converge to that of the 'Western group', the overwhelming majority of Japanese expatriates 

were still parent country nationals - that is, the make-up of expatriates was just as different 

at the time of this research as it was in the beginning of the 1980s. 

In West Europe and the USA there has been an increase in the number of third-country 

nationals, but there is no evidence for convergence, i. e. that these changes have brought the 

countries' practices closer to one another. 

4.3.2 Selection methods 

At the beginning of the 1980s three per cent of the US, five per cent of the Japanese and 14 

per cent of the West European firms measured the candidate's technical competence in 

some wav. The candidate's relational abilities were assessed by five per cent of the US and 
21 per cent of the West European N4NCs. None of the Japanese companies reported such an 

assessment. Overall Japanese MNCs interviewed a smaller percentage of candidates than 

their counterparts. 
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Convergence? It appears that not much has changed in the use of selection methods since 
Tung's study; the differences among the countries still hold. Then, as well as in the present 

sample, more structured interviews were conducted by the European and US MNCs than by 

the Japanese firms, and in the doctoral study it was still the European companies (UK with 

psychological tests and Germany with behavioural assessment) that seemed to test most 

often the relational abilities of the expatriates. 

Involvemcnt qJ'partners, 'spoiises 

Tung's study showed that almost half of the US and about 40% of the West European 

sample inter-viewed the spouse as part of the selection process. As previously mentioned, 

this survey asked also whether the multinationals evaluated the suitability of the partner for 

the assignment. The statement 'The company leaves it up to the expatriate' received an 

average response of 'very often' (5) in each of the countries. Thus overall the companies 

tended to leave the judgment up to the expatriate, and did not involve the spouse in the 

selection process. 

Convergence? Based on these findings, no convergence can be seen in the involvement of 

spouse in the selection process 

Selection criteria 

Combining the findings for all job categories in Tung's study, 'adaptability/flcxibility' and 
'on criteria i communication' were the most important selecti i in the USA and 'managerial 

talent' and 'technical knowledge' in the West European and Japanese samples. Although 

not the top criterion, 'adaptability/flexibility' was nevertheless also considered 'very 

important' by both the West European and the Japanese NINCs. In addition, -interest in 

work' in the West European and 'experience in the company' in the Japanese MNCs were 

also among the 'very important , criteria. 

By the time of the doctoral study, the picture has changed somewhat. In this stud'y', for the 

USA and the UK the most important criterion was 'technical/professional skills', for 

Germany 'the expatriate's willingness to go and for Japan 'the experience in the 

company'. Overall, in the present study there were more criteria that companies considered 

'very important' than there had been at the beginning of the 1980s. This increased number 
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of selection criteria could be the outcome of companies' growing expertise regarding 

expatriate assignments., which may have made NINCs realize the importance of good 

selection. In fact, 'technical/professional skills', 'experience in the company', 'the 

expatriate's willingness to go' and 'leadership skills' all received a ýverv important' score 

in each country. So did 'personality factors' and 'the ability to work in teams' in Germany, 

the UK and Japan, while 'previous performance' also scored 'very important' for all 

countries but the UK. Overall, 'experience in the company' seemed to have gained the most 

importance as a selection criterion. 

It was somewhat surprising that the USA scored the lowest in 'personality factors' and 'the 

ability to work in teams', since in Tung's study similar categories - 'adaptability/flexibilltv' 

and 'communication' - were the most important criteria in the USA. 

Convergence? Looking at the present results, one can see remarkable variations among the 

four countries. They showed significant differences in 12 out of the 15 criteria examined, 

and in eight - that is, more than half of the cases - the significance was p<. 000. 

Furthermore, as Table 4.9 shows, there was only one criterion that was among the five most 

often considered in each of the countries ('experience in the company). 
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Table 4.9 The five most important selection criteria by country 

Germanv United Kingdo 

Expatriate's willingness to go 5.42 Teclinical/professional skills 5.75 

Experience in the company 5.27 Expatriate's willingness to go 5.28 

The ability to work in a team 5.19 Personality factors 5.13 

Personality factors 5.16 Experience in the company 4.94 

Leadership skills 5.06 The ability to work in a team 4.84 

Jqpan United States 

Experience in the company 5.65 Technical/professional skills 5.43 

Technical/professional skills 5.55 Experience in the company 5.13 

Personalitv factors 5.47 Expatriate's willingness to go 5.09 

Language proficiency 5.22 Leadership skills 4.78 

The ability to work in a team 5.20 Previous performance 4.76 

Although companies seem to be using more selection criteria at the time of this study than 

20 years previously, overall it may be concluded that, at least for the present, there is little 

or no convergence in the area of selection criteria. 

4.3.4 Training 

In Tung's study 69 per cent of the West European, 57.5 per cent of the Japanese and 32 per 

cent of the US companies provided expatriates with some kind of pre-departure training. 

The current findings showed a different picture. In this study the Japanese companies 

provided the most cross-cultural as well as the most language training. The West European 

companies appeared to have decreased their training. Germany and the UK provided the 

least cross-cultural training and the UK the least language training of any country in the 

sample. The West European multinationals did not only provide less training according to 

the present study than their Japanese counterparts., but they had also been overtaken by the 

US NINCs. These changes may be due to the fact that West European companies had the 

lowest premature return rates in the 1980s. Having gained experience in expatriation, they 
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may have opted for less training. Following this logic, however, Japanese companies should 

also have decreased the amount of training provided. However, there arc at least two 

reasons why they may have chosen to continue or expand the training. (1) Japan has been 

more isolated than the European countries, thus Japanese companies may have felt a bigger 

need for cross-cultural training. (2) Probably more Japanese expatriates needed to go on 

language courses, especially in English, than did their European counterparts. 

Convergence? Although there have been shifts as to which countries provide the most or 

least training, there is no evidence that the four countries' training practices have 

converged. 

4.3.5 Success of expatriate assignments 

As previously stated, statistically no significant differences were found among the four 

countries, the overall premature return rate being a relatively low 6.3 per cent. In order to 

be able to compare the current findings with those of Tung, the present data were also 

analysed following the structure in which Tung reported her results. In Table 4.10 one can 

see where the similarities and differences lie. The most obvious differences are in the US 

figures. At the beginning of the 1990s American companies reported much higher 

premature return rates than their West European and Japanese counterparts. While in the 

earlier findings only 24 per cent of the US companies signalled lower than a 10 per cent 
failure rate, in the present study this percentage was 86 per cent. This startling difference 

appears to be a sign of improvements taking place in the USA. As US companies have 

started to apply more elaborate selection criteria and have provided an increased amount of 

training, these changes could have led to the improvement in premature return rates. The 

picture did not seem to have changed in West Europe, even if the recent data showed a few 

companies reporting failure rates above 20 per cent. No real changes other than perhaps a 

slight improvement could be seen in the case of the Japanese companies. 
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Table 4.10 Comparison between the failure rates in Tung's and the present study 

Premature return rate Tung 

W-E* 

Germany UK Tung 

Japan 

Japan I Tung 

USA 

USA 

Less than 10% 97% 911YO 94% 86% 94% 24% 87% 

More than 10% but less than 20% 3% OIYO 3% 14% 0% 69% 2% 

Equal to or more than 20% 0% 9% 3% 1 0% 1 6% 7% 1 11% 

Note: * W-E stands for West Europe. 

In Tung's study both the US and the West European samples reported 'the inabIlity of the 

manager's spouse to aqjust to a different cultural or physical environment' as the most 

important reason for the expatriate's premature return or poor performance. In the Japanese 

companies the most important reason was 'the inability of the manager to cope with the 

larger responsibilities posed by the overseas work'. As mentioned previously, the present 

study showed no significant differences among the countries, and none of the reasons listed 

in the survey received a higher score than 'sometimes' (3). 

Convergence? According to the two studies, the countries show a converging picture 

regarding both the success rates and the reasons for premature return. 

4.3.6 Conclusions on convergence 

The biggest change since Tung's study was the decline in the US companies' premature 

return rates. According to the doctoral study, the US premature rates in the end of the 2 Oth 

century were similar to those of the European and Japanese companies. 

Although there have been some shifts in the countries' expatriation policies (for example, 

there has been an increase in the number of third-country nationals, and there has also been 

an increase in the number of selection criteria used 'very often), overall there is no 

evidence for converging practices in the areas of staffing, selection and training. 

The only area that shoNved some evidence for convergence Nvas 'why companies use 

expatriates', as this time Japanese companies also quoted reasons that had previously been 

given only by Western companies. As pointed out earlier, hoxvever, this finding has to be 
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treated with caution, since the overwhelming majority of expatriates in Japanese companies 

were still parent country nationals. 

In addition to the comparison with Tung's findings, the fact that 68 per cent of the 47 

variables included in this section related to staffing, selection and training showed 

significarit differences across the countries (p<0.05) seems to argue against an overall 

convergence in expatriate practices. 
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CHAPTER 5 

RESULTS AND DISCUSSION OF THE FIELD RESEARCH IN RUSSIA 

'Do not forget when you come to Russia: you may deal with a third world economy but the 

people are from the first world! '(American expatriate) 

Chapter 5 is organised as follows: 

0 5.1 describes the sample characteristics, 

M 5.2 provides an introduction on 'What did Russians expect from the expatriatcs9, *. 

0 5.3 and 5.4 report and discuss the findings of each area covered during the interviews. 

These include: 

communication 

the use of foreign languages, 

the ways locals and expatriates address each other, 

Russians' communication via telephone, in writing and through 

presentations. 

managerial issues 

motivation, 

rewarding good performance, 

dealing with mistakes. 

5.1 STUDY PARTICIPANTS' PROFILE 

5. LI The interviewees' companies 

Interviewees from twenty-six companies participated in the research. Table 5.1 and Table 

5.2 show the country make-up and the activities of the sample companies. 
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Table 5.1 Country make-up of the interviewees' companies 

Nationality Frequency Percentage 

American 13 50 

German 7 27 

Japanese 6 23 

Total 26 100 

Table 5.2 Primary activity of the companies 

Activity No. of interviews Percentage 

Representative office 7 10 

Sales & marketing 8 11 

Manufacturing 15 21 

Transportation 14 19 

Financial services 8 11 

Other services 12 17 

Government organisations 8 11 

Total 72 100 

Notes: Other services included computer services companies, a hotel., a real estate agency, and an 
executive search company. Government organisations included the German embassy, an American 
youth exchange organisation and the Japanese institute JETRO. 

Reporting the average age of the companies in the sample would be misleading, as a few 

companies had been established in Russia since before the 1970s. As might be expected 

owing to the fact that Germany and Russia have been traditional commercial and trading 

partners for a long period of time, the German sample companies have been present the 

longest in Moscoxv (five of them between 18 and 36 vears, and two of them four and eight 

years, respectively). A fcNN Japanese and over 90 per cent of the American companies were 

established after 1989. 

The average number of people a company employed Nvas 202, but there Nvcre big variations 

across the countries. Japanese companies tended to be somewhat smaller in size: half of 
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them employed less than 50 people. Somewhat more than half of the German and about 

half of the American companies employed more than 100 employees. 

Considering that the companies included in the sample were not very big in size, they 

employed quite a high number of expatriates. The average number of expatriates was nine 

per company, but again with variations among the countries. Although Japanese companies 

tended to have fewer employees in general, half of them had 11-20 expatriates in Russia. 

German companies also tended to employ a high number of expatriates, half of them having 

more than 11. The American companies showed a more varied picture. 

An American expatriate explained the overall high number of expatriates the following 

way: 'There are a lot of expatriates here. Entire senior management lavers tend to be made 

up of expatriates, because you do not have Russian people with 10-20 years of business 

experience. 

5.1.2 The expatriates 

The data showed that the majority of the companies followed an ethnocentric approach 

when they chose their expatriates for Russia. The German companies in the sample had 

only German expatriates, and only one Japanese company employed non-Japanese 

expatriates. ' A few American companies employing a bigger number of expatriates had 

both American and non-American expatriates in Russia. 

Tables 5.3,5.4 and 5.5 summarise the characteristics of the expatriate sample. The 

following text expands on some of the characteristics included in the tables as well as 

providing some additional information. Such a detailed description of the expatriates may 

give some Insight into what kinds of expatriates companies were sending to Russia. 

1 Peterson et al. (2000) also reported a similar pattern in their research. 
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Nationaliti) 

The sample consisted of 35 expatriates, including 16 American, 12 German and 7 Japanese 

nationals. 

Gender 

As in management positions in general as well as on expatrIate assignments, the majorIt", 

(80 per cent) of the sample was male. One-third of the American inteFVie%A, eCs were women, 

17 per cent of the German expatriates and none of the Japanese. ' 

Maritalstatus 

While in the German and the Japanese samples over 70 per cent of the expatriates were 

married, in the American sample less than half were. In each nationality more than 70 per 

cent of the married expatriates were accompanied by their family to Russia. 

Age 

The average age of expatriates was 40 years, with no significant differences among the 

countries. This suggested that overall the expatriates in Russia had a number of years of 

business experience before their arrival in the country. 2 

Position 

" As the Japanese JETRO Institute had regular contact with most Japanese companies in Moscow, I 

asked the general manager whether he knew of any female Japariese expatriates in Mosco,, N,. His 

answer was a definite 'no'. 

16 While a lot of expatriates came to Russia with appropriate experience. there were also a lot of 

expatriates who , vcrc young and had not worked for very long prior to their assignment in Russia. A 

number of newly appointed manager expatriates arrived to the couran, Nvith virtually no managerial 

experience: 'A lot of people become managers just because they are Americans. These people tend 

to blame things on the Russian staff being lazy and stupid, rather than their own lack of managerial 

skills' (American expatriate)-, 'I was relatively young when I came here, I was inexperienced. the 

work was also new for me. I had never been a boss in Gerniany' (Gennan expatriate). 
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All expatriates interviewed were in managerial positions, with one-fifth of them being the 

general manager of their respective companies 

Why did the interviewees become expatriates? 

There were significant differences among the nationalities as for the reason of becoming an 

expatriate. As might be expected, the majority (83 per cent) of the Japanese interviewees 
became expatriates simply because their company sent them abroad. Thirty-three per cent 

of the German and 40 per cent of the American expatriates wanted to work abroad in order 
to have more interesting work opportunities. Forty-two per cent of the German and 27 per 

cent of the American interviewees became expatriates specifically because they were 

interested in Russia, and wanted to go for an assignment to the countr-v. 

clid the expatriates go to Russia? 

The differentiation is perhaps somewhat extreme but there seemed to be two types of 

expatriates in Russia. The following two categories can be defined based on why the 

expatriates went to Russia. 

(1) Career expatriates: The company decided to send the expatriates to Russia, and the 

expatriates believed it was a good career move. 
(2) 'Expatriates who love Russia. ' These expatriates were very interested in the country, 

the culture, and the people, therefore they specifically wanted to go to Russia 

Overall, almost half of the expatriates went to Russia because they had a prior interest in 

Russia as a country and/or because they spoke the language. Half of the German and 67 per 

cent of the Japanese expatriates., however, were simply sent by their companies, without 

having had much chance of influencing the location of their assignment. 

Number qfycars worked. for the company 

The findings for this question reflected the overall employment patterns in the respective 

countries. There Nvere significant differences among the different nationalities. The average 

number of vears spent in the same company for the American expatriates NNTas six, for the 

' This expression was taken from the comments of expatriate interviewees. 
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German expatriates 11, while for the Japanese expatriates it was a much longer period, 23 

years. 

International experience 

There were significant differences among the nationalities regarding the lengths of 

international experience they had prior to their Russian assignments. Fifty per cent of the 

American expatriates had no previous international experience, while this percentage was 

much lower among the German (33 per cent) and especially among the Japanese (14 per 

cent) expatriates. 

Eypatriates'Russion experience 

As the sample was not targeted to include individuals who had prior . Russia-related' 

experience, it was interesting to see that a large number of respondents qualified for this 

criterion. Almost half of the German as well as the American expatriates had extensive 

Russia-related experience. A number of expatriates had studied Russian in their home 

countries or studied in Russia, itself, and some of them had Russian family members. Two 

of them had been born in Russia, and had returned to the country after having spent 10-20 

years in the USA. A few interviev,, ees gathered their Russia-related experience in their jobs, 

having been responsible for the Russian market, or having worked with Russian people in 

their home countries. 

A special note has to be made about a 'subgroup" within the German sample. A number of 
German expatriates came originally from the former East Germany. The majority of these 

people had previously studied and lived in the former Soviet Union, and therefore had the 

advantage over their West German counterparts of knowing the language and the culture 

very well. 

Somewhat similar to the Russian employees, because of the relatively recent transition of 

the country, expatriates from the former East Germany could not have very long market 

economy experience themselves. Nevertheless, German companies seemed to consider the 

language, country and cultural knowledge important enough to send these individuals to 

Russia. Typically these expatriates had been employed in the German operations of their 

companies for a number of years before they were sent to Russia. 
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Time spent if? Russia 

At the time of the interviews over 41 per cent of the expatriates had been in Russia for more 
than three years. Fifty-three per cent of the assignments were to last between two and five 

years. Half of the German and one-fifth of the American expatriates expected to stay in 
Russia for longer than a total of five years. Interestingly, despite the widely acknowledged 
Japanese long-term perspective, no Japanese expatriates expected to stay over five years in 
Russia. In fact, several Japanese companies had a policy of not keeping their expatriates in 
the states of the former Soviet Union longer than for a combined period of five years. 
Eighteen per cent of the expatriates did not know how long they were expected to stay in 
their Jobs in Moscow. 

Next location 

Overall, 30 per cent of the expatriates wanted to return to their home country, and another 

30 per cent were going to fill another expatriate position, the location of which was usually 

not known to them. Some companies were trying to encourage the expatriates to go to 

another ex-Soviet republic. A few former East German expatriates expressed their wish to 

stay in Russia for an indefinite time. 

The expatriates 'environment 

Depending on the size of the expatriate community in the location, the following distinction 

can be made between two different types of locations: 

(1) In one situation there is an extensive expatriate community that the expatriate can Join. 

(2) In the other type of location there are very few expatriates, so the expatriate does not 

have an 'obvious' group to join. 

Russia belongs to the first group, as there are a large number of expatriates in Moscow The 

expatriate community has its oNvii-language newspapers, and if an expatriate Nvants to meet 

other expatriates. there are various venues organised where this should be possible. 

Expatriates 'socialisotion vvith local en7j)loyecs outside work 
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In general there was little non-work communication between expatriates and locals. It was 

the group of 'expatriates who love Russia' who were more likely to make Russian as well 

as expatriate friends. It was also easier for them, as they usually spoke Russian quite well. 

The differences in compensation were still huge, which partially segregated the two groups. 

However, Russian managers working for foreign companies could now also afford - if not 

with the same regularity - to go to places that used to cater only for expatriates. One 

American expatriate commented: 

in Russia there seems to be a large difference between the expatriates and the locals on the social 
scale. Part of it is the difference in the income levels. The Russians seem to be split between having 
either less disposable income than the foreigners or having much more disposable income than die 
expatriates. The group which has the same disposable income is not very large, and the types of 
things each group likes to do tend to be very different. 

Selection of expatriates 

All German and Japanese and more than half of the American expatriates were selected in 

the companies I headquarters for their Russian assignments. A number of American 

expatriates (40 per cent) were headhunted or simply hired in Moscow 

Language training 

Overall, 54 per cent of the expatriates spoke Russian before they arrived in the country. 

There was, however, a big variation across the countries. Among the Russian speakers, 75 

per cent of the American, 50 per cent of the German and 14 per cent of the Japanese had 

mastered the language prior to their assignment. Practically all other expatriates started 

learning the language. However, only four of these expatriates (three Japanese and a 

German) claimed to have learned it to a proficient enough level to be able to communicate 

in Russian. The others found the language difficult and/or simply did not have enough time 

to continue their study. 

Cross-cultural training 

Only 15 per cent of the expatriates received some kind of cross-cultural training about 

Russia. Although the statistics improve when we consider that 44 per cent of the expatriates 

had prior Russia-related experience, nevertheless. over 40 per cent of the expatriates arrived 
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for their assignments without any specific preparation for Russia, about its economy. 

culture, etc. 

As until the 1990s Western people typically did not have much information about the 

country other than the official propaganda provided by both the Western and the Russian 

sides, expatriates often had very little or only out-of-date knowledge about the country. 

After the opening-up of Russia, a lot of 'horror-stories' were told abroad as well as inside 

the country about the illegal ways of doing business - unfortunately often with 

justification. In the early 1990s mafia violence often occurred in public areas, such as on 

streets, in restaurants, etc. A number of expatriates in the sample arrived having heard only 

this type of information about the country. One Japanese expatriate explained: 

I had a terrible prqjudice against Russia. When my company wanted to send me here, I did not want 
to comc. However, I did not really have a choice. After my arrival I had to re-evaluate my whole 
thinking. As I got to know the country and the people, a completely different picture has emerged. 

5.1.3 The locals 

Nationality of the companies' 

A total of 37 Russian employees were interviewed, 14 of them worked for American 

companies, 14 for German and 9 for Japanese multinationals. 

Gender 

Twenty-four interviewees were female and 13 male. 

Age 

The average age of the Russian employees was 32 years. 

Position 

Sixty-five per cent of the interviewees filled managerial positions. and most of them 

reported to expatriates. 

' The companies were either wholly foreign-o,, vned or companies with foreign participation. 
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Previous experience 

Most of the Russian employees (65 per cent) had no international exposure - that is, they 

had not spent any length of time abroad, 14 per cent, however, had studied in the West, and 

16 per cent had spent at least one year abroad. Almost two-thirds of the interviewees had 

previously worked for another foreign company. Forty-three per cent of the interviewees 

had never worked for a Russian company, and 29 per cent had worked for Russian 

companies for less than two years. 

Time in the same company 

While a number of Russian employees working for Japanese companies had been with their 

respective companies for longer than five years, overall over half (54 per cent) of the 

interviewees had joined their present company less than three years previously. 

The joint venlurestyle'Russian manager 

While in production facilities and broxAm-field operations one can find employees of various 

ages, the typical Russian manager in a foreign company is an ambitious young person (very 

often below 30). S/he has some experience in or with the West, because s/he has either 

studied abroad, or worked for other foreign companies. Overall, one can say that the 

findings included here describe the 'new Russian style' - that is, the 'joint venture style' 

Russian manager. 

5.2 WHAT DED RUSSIANS EXPECT FROM THE EXPATRILATES? - SOME GENERAL 

COMMENTS 

The following section serves as an introduction to the more detailed study findings. It 

includes some of the general expectations Russians had of expatriates. 

Competency 

Russians expected expatriates to be professionally competent and experienced. They 

wanted the cxpatiates to have a coaching mentality - that is, to be able as Nvell as NVilling 
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2 
to transfer their knowledge to the locals 

. 
One American interviewee put it the following 

way: 

I drink they view expatriates as part of a temporary phase their country is going through. The 
Russians working for me told me that they preferred working for expatriates because they could 
learn more. I thirik, however, that there will come a dav. when this will not be true any more. and 
they will want to run the business themselves. This feeling is quite strong because there are a lot of 
expatriates here. 

Respectfor and knowledge of their country, culture and the people 

Expatriates commented on the Russians' high level of education and their interest in the 

world. The locals often wanted to learn about the expatriates, their countries and cultures. 

At the same time, they also expected the expatriates to be interested in Russia (as well as in 

general in the world). Russians are proud of their cultural heritage, and appreciate it when 

expatriates learn and know about their achievements. A number of interviewees asserted 

that those expatriates who learned about Russia could work better with the locals. 'The 

better the expatriates know the culture, the people and their habits, the easier it is for them 

to work here. They will know how to approach the Russian employees' (Russian 

employee). 

Russians do not like it when expatriates are ignorant about the local culture. A Russian 

employee made the following statement, with some sarcasm in her voice: 'As employees of 

a Japanese company, we are supposed to accept the Japanese culture as it is, without 

hesitation and asking any questions. They do not care about our culture'. 

Openness, understanding and sensitivity 

As Bennett (1998: 11) asserted, 'mutual respect is a major goal of intercultural 

communication'. 

Russians hoped that expatriates would be open to the Russian culture, and would 

understand and appreciate the differences between their home countries and Russia. 

You have to accept that some things simply cannot function the same way as in your country. This is 

a different country Nvith different historý- and culture-, the en-vironment is different and the people are 
different. (German expatriate) 

I Kuznctsova and Kuznetsov (1999) also pointed out the importance of the coaching of the locals by 

the expatriates. 
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Russians do like and want to learn about Western-type business activities. When new 

management techniques are introduced, they are usually appreciated. Expatriates suggested, 
however, that the emphasis had to be on following new ways in order to be more efficient 

rather than because 'this is the way we do it in the United States, in Germany, etc. The 

learning was likely to be much less effective in the latter case. 

Being personal 

Russians very much appreciated it when expatriates tried to build a relationship with them 

It contributed to the good working climate, made communication more friendly, and made 

performance more effective. 

Interpersonal relations are extremely important. You cannot simply do your job, you also have to 
have a personal relationship with the employees. You have to gain the employees' and the clients, 
trust. (German expatriate) 

I work much better with the Russians I had a chance to develop a personal relationslup with. With 
these people we travelled together in the countryside. We went out for dinners, so we got to know 
each other better than we could have known each other just from the office. They are much more 
open in telling me when something is not right and ask more questions if they do not understand 
something. They are generally more open to communication which results in better performance. I 
am more comfortable with what they are doing, and I think they are more comfortable with getting 
the information they need. (Arnerican expatriate) 

Russians working for Japanese and German companies mentioned a few additional points 

that were not emphasised by intcrvic,, N, ees working for American multinationals. 

Japanese companies 

Russian employees working for Japanese companies would prefer it if Japanese expatriates 

" shared information, 

" involved the locals in the business decisions, 

" gave the locals opportunities for promotion. and 

" appreciated individual performance. 

Japanese companies are collectiN, ist, but they are not working in teains. In an American company you 
work in a team, and everybody has her/his strengths and weaknesses. In a Japanesc company we 
should all be equal. (Russian employee) 
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German companies 

A few Russians working for German companies emphasised that German expatriates 

should give more freedom to their creativity and initiatives, rather than expecting them 

simply to follow rules and procedures. 

5.3 COMMUNICATION 

5.3.1 The use of foreign languages 

5.3. LI Being unaware of not understanding each other 

Good communication has been linked to psychological well-being (Ward, 1996), and it 
facilitates the acculturation process. Unless the communication Is performed with the ald of 

an interpreter, which has its own complexities (see 5.3.1.4), understanding requires 

speaking each other's language. Yet, the 'language issue' often goes undiscovered 
(Marschan-Pickkari, Welch & Welch, 1999). When communicating in different languages, 

one of the pitfalls is that the communicating partners do not realise that they do not 

understand each other. 

In the field study, when asking about potential problems due to language differences, at 
first both groups, expatriates as well as locals, responded along the following lines: 'We 

have no problems. All locals speak excellent English' (American expatriate). 'Yes, you do 

say things between the lines, but our Russian colleagues are very good in expressing 
themselves in German or English. If I am not sure they understand me, I ask them, and they 

ask me, too' (German expatriate). 

Only after a few follow-up questions did the comments slowly begin to show a different 

picture. Russians - as well as expatriates - would often complete sentences using their 

imagination rather than asking for the meaning of every unknown word. After all, missing 

one or two expressions from a couple of sentences does not usually matter. It is a different 

matter, however, when these expressions happen to carry the main meaning of the message. 

There can be misunderstandings. Nobod), likes to admit that they did not fully understand Nx, hat the 
other person said. You ask yourself. , fliat do I do noNv? I did understand most of it. This goes both 
NNavs in coin munication, it happens NNith both Americans and Russians. (American expatriate) 

140 



5.3.1.2 Did the Russian employees speak the expatriates' languages? 

In most cases the foreign language knowledge was a prerequisite of employment for those 

jobs where the locals had to work directly with expatriates, and the language of 

communication at work was English or German. Very few Russian employees spoke 

Japanese, and therefore the office language in Japanese companies was either English or 

Russian. 

It has to be noted, however, that all the interviewees worked in offices in Moscow. While 

for the mZYority of these local employees it did not make much difference whether they 

used their own or a foreign language at work, it does take a significant time and effort for a 

person to reach this level. Other local employees - both in Moscow and especially in the 

countryside - did not command the foreign language to this perfection, and consequently 
had bigger challenges and barriers in trying to communicate with expatriates. 

5.3.1.3 Did expatriates speak Russian? 

An expatriate is more likely to be effective if s/he speaks the language of the country of the 

assignment than if s/he does not. Knowing the language helps the expatriate: 

0 better understand the business, as s/he is able to communicate both within the company 

and with the exterrial environment in the country, 
build relationships and therefore trust with her/hIs colleagues; and 

0 adjust to the country in general, not only at work but also in her/hIs private life. 

On the other hand, learning a foreign language is a time-consuming exercise that requires 

hard work from the individual. Do expatriates have the time and the capacity to learn 

foreign languages? 

In American and German companies it was mostly the locals who spoke the expatriates 

languages, and the communication was therefore In English or German. There were cases. 

however, when the expatriates spoke Russian. Depending on how confident they felt 

talking about certain subjects in Russian, they chose English/German or Russian for 

communication. 
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Nearly all Western expatriates who spoke Russian had learnt the language during their 

university years. As was previously mentioned, although other expatriates also started to 

learn the language, all but a few gave it up within a short period of time. Of the three 

nationalities, it was the Japanese companies who seemed to be the most willing to train 

their expatriates in Russian. One company, for example, sponsored a one-year study of 

Russian in Vladivostok for each employee working on the service side of the company. 

The communication seemed to be especially good between the Russian employees and the 

former East German expatriates. Russians often considered the expatriates of East German 

origin as 'one of them'. 'About him [East German origin] we can hardly say he is German, 

he speaks very fluent Russian' Sometimes these expatriates themselves felt like 'one of the 

Russians'. 'Sometimes I ask myself Which side do I belong to? I feel more attracted by the 

Russian side. I am probably considered half German and half Russian by the Russian 

employeesý. 

It may be unfair, but speaking the language may not be enough. Mamman (1995) found, for 

example, that host country employees may not like the way expatriates speak their 

language. In the case of Russia, not having the right pronunciation could become a 

problem, especially in the countryside. Several interviewees commented on the 'funny 

accent' of the Japanese managers. 

The Japanese in our office speak Russian quite well. It is easier, however, to write to my manager in 
Russian, than to talk to him, as sometimes there are some problems with the pronunciation. This can 
be a real problem with people outside Moscow. If my manager, for example, would try to explain 
something to a traditional Russian general manager in the countryside, he would simply not listen. 
He would not try to understand what my Japanese manager is trying to say. (Russian employee) 

5.3.1.4 Would speaking Russian be important? 

There seemed to be a consensus that - although it would certainly be useful - speaking 

Russian was not so important within the company, as most Russians working with 

expatriates spoke the foreign language at a good level. The expatriates' interest and 

willingness to learn Russian were more important for these locals than the expatriates' 

actual ability and knowledge. However, as relationships in Russia are very important, 

expatriates capable of having in-depth conversations with their Russian colleagues had a 

definite advaritage over those expatriates who did not speak Russian. 
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Again, it has to be noted that those expatriates who had to communicate with colleagues 

outside Moscow and/or with authorities could run into difficulties If they did not speak the 

language. In these cases efficiency was likely to suffer a great deal. As one of the Russian 

employees put it: 

In Russia it is important to at least understand Russian. A lot of business is done outside the offices, 
for example in the sauna. These private meetings are often more important than business meetings. 
What is said while having a glass of wine can be very important. 

When using interpreters, expatriates noted that (1) the length of the Russian sentences was 

often very different from that of the expatriate's language; and (2) the content might have 

been distorted by the translation. 

As languages are different, some expressions are shorter or longer in one or the other 

language. In general, Russians express their thoughts in an elaborate way, which may seem 

'too long' for the expatriates, even though most of the differences are usually due to 

linguistic differences. For interpreters to be able to translate effectively what is said by the 

various parties, they should not only speak the languages well, but should also be familiar 

with the subject of the meeting, negotiation, etc. (also emphasised by Hofstede, 1980) 

Expatriates who were going on business trips in the country or had meetings with 

authorities typically preferred to ask their Russian colleagues to help out rather than to rely 

on outside interpreters. However, the right balance had to be found because - as a Russian 

employee noted - it was demotivating for the locals when expatriates treated them as 

interpreters rather than as professional colleagues. 

A note has to be made here on the Russian language and the market economy system. 
Irrespective of language competency, it could sometimes be a challenge to express certain 

business terminology in Russian. 

I speak to people in Russian. However, when I want sometIting quickly. I speak English to them. 
Sometimes it is easier, as some business terms do not translate into Russian. (American expatriate) 

In the planned economy system a number of 'capitalist' features were missing from the 

economy, and so were the words describing them. The Russian language was lacking 

numerous expressions. such as, for example, parts of the terminologN, related to stock 

exchange and marketing. In fact, management educators had a difficult time training 

Russian managers when the country opened up (Holden, 1995,1996,1998). It proved to be 
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quite a difficult task to teach people the meaning of various concepts, as there were no 

equivalent expressions in the local language. Translating management books into Russian 

turned out to be another challenge for people involved in education and training. 

5.3.1.5 Issues related to speaking a second language 

The following are a few examples that interviewees mentioned as potential 

issues/misunderstandings at their work that were due to the communication in foreign 

languages. 

The language of meetings 

Most management meetings were held in English and German. Even in German and 

Japanese companies the language of communication was often English. In those cases 

where the expatriate managers spoke Russian, the meetings may have been - at least 

partially - in Russian, where local employees were able to make some of their comments 

in their native language. The following example illustrates how important this practice 

could be. 

We had a meeting about business development with my Russian colleagues, and there were also two 
German colleagues from the headquarters there. They only spoke a little Russian, therefore the 

meeting had to be in Germain. I noticed that the Russians hardly said anything. evvii though they 

speak good German. This may have had something to do with the fact that there was a boss there 
from Germany, but I think it was more due to the language. Soon after this event we had another 
meeting in our department about the same topic in Russian, and we had a very lively discussion. 

(German expatriate) 

While in the meetings of American and German companies everybody was supposed to 

understand what was being said - albeit not everybody may have had the necessary 

competency level to do so - in Japanese companies this was sometimes made impossible. 

When the manager spoke Russian very well, tile meeting was in Russian. Othenvise it was in 

English. However, if there vvere. say. nine Japanese present and one Russian - as happened with me 

a number of times - then the language of the meeting would be Japanese. In those cases I had to ask 

my boss, both during and after the meeting, what they were talking about. (Russian emploý, ce)' 

I do not speak Japanese. In meetings sonietin-tes I have the feeling that they purposely change to 
Japanese. other times. they may just simply forget about Inc. (Russian emPlOvee) 

3 Researcher's comment: This Russian manager was a wornan. It would be interesting to know 

whether the Japanese would have treated a man in the same way. 
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A number of Russian interviewees claimed that Japanese companies purposely limited the 
number of Japanese-speaklng Russian employees. 

Companies would not take more than two or three Japanese-speaker locals. so that not too manv 
locals could understand them. (Russian employee) 

Dqfinition qflanguage competency 

Russian and American people may have a different attitude towards 'helping the 

expatriate'. Furthermore, Russian and American people would define the 'knowledge of a 

language' at a probably quite different level. Therefore even well-meant help could 

sometimes be misinterpreted. 

They can be very critical. They would correct you and/or tell you that you do not speak very good 
Russian. (American expatriate) 

Linguistic dýfjLrences 

At times, differences can be due to very basic linguistic differences. 

There is a different word order in Russian and English sentences. If you translate a sentence literally. 
it loses its meaning, and looks ridiculous. (Russian employee) 

Other times, not knowing an idiom can cause funny (but in worse cases also difficult) 

situations: 

In E-mail communication I once used the expression of 'turned me on' in the wrong context. I had a 

completely different response from what I expected. (Russian employee) 

Communication betwcen non-notive speakers 

Non-native English-speakers seem to agree that - provided both parties speak the 

language well - the communication between two non-native English speakers may be 

easier than between a non-native and a native speaker. The following example relates to 

Russian-Dutch communication, but the same could be said about other languages, too: 

With Dutch people it is easier to communicate since for them English is also the second language. 

E. g. if we use the wrong word in English, you may say something which you do not mcan. If you say 
it to a Dutch person. it will probably work. they Nvon't think you were rude. They will probably 

understand what you mean because they could make the same mistakes in English. For a native 

speaker it is more difficult to guess these mistakes. (Russian ernployee) 
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Is speaking English enough? 

The adoption of English as the international language of business, and the dissemination of 

a mainly American business culture through the language as well as through business 

schools, have had a great impact on the business world (Bradley, 1999). More and more 

companies are adopting English as their main language, even if it is not the language of 

their home countrv (Sauvant., 1976, Marschan-Pickkari et al., 1999). 

A number of German interviewees also emphasised the growing importance of speaking 

English for their newly recruited employees. Nevertheless, in German companies, speaking 

English may not be enough to advance one's career, especially if the person has to be in 

contact with the headquarters. 

English is fine here. Not speaking German may be a problem, however, as in the headquarters not 
everybody speaks Englishvery well. (German expatriate) 

Following the same logic, the knowledge of the parent country's language could be even 

more important for those Russians who work for Japanese companies, and are or should be 

in direct contact with the headquarters personnel, as their headquarters contacts' English 

proficiency may not be sufficient for swift communication. However, in the case of the 

Japanese companies, because of the existence of the 'Japanese expatriate ceiling', speaking 

Japanese may not help the individual to reach a higher position. 

Japanese expatriates speaking Englis 

In general there seemed to be a feeling that Japanese people behaved differently when 

they spoke English. They appeared much more relaxed when they were speaking with 

each other in Japanese. 

Not having the right number of people to send abroad with the right language skills, 

Japanese companies may send people who are professionally vcr-ý' competent but whose 

communication skills are limited. The following situation is not a completely isolated 

case: 

We have one Japanese manager whose English is not ver-N, good and lie speaks no Russian, either. He 

has a Russian manager working for him, who speaks excellent English. I do not know how she 

manages. (Russian employee) 
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5.3.1.6 Did expatriates and locals tq to adapt their language and speech patterns? 

Expatriates 

Typically Germans and Japanese did not comment on trying to adapt the use of language 

when talking to local employees. The reason for this Is probably the fact that in most cases 

the German and Japanese expatriates were themselves using a foreign language - English. 

Among the Americans a few expatriates recognised the difficulty of communicating in a 

second language and therefore made deliberate changes when talking to non-native 

speaking people. The following pattem changes were mentioned: 

m slower speech; 

frequent pauses to give the partner time to think things through, 

explaining things in more details; 

shorter words/express ions-, 

simplified language, e. g. excluding American slang and sporting references, 

checking whether the partner understood what was said, and 

m including fewer jokes, as they do not translate well. 

Locals 

In those cases where the language of communication between expatriates and locals was 

Russian, Russians also tried to speak somewhat differently, by slowing down their speech 

and using simpler expressions. 

5.3.1.7 Is the usage offoreign languages culturalýv acceptablefor the Russians? 

Russians may expect the expatriates to learn some basic Russian out of respect for their 

country, but it is not an essential requirement from their side. Furthermore, while Russian 

people welcome when foreigners are able to communicate with them in Russian at work, 

those who speak the expatriates' languages are likely to be quite happy to communicate in 

the foreign languages. 

However, even if the usage of foreign languages is culturally acceptable for the Russians, 

the lack of Russian knowledge can create considerable barriers in communication Nv, th 
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those not speaking the expatriates' languages, especially in the countryside of Russia, and 

also with outside contacts, such as authorities. 

When it is obvious that the Russian party does not understand what is going on in a meeting 

as in a few Japanese examples - the exclusive usage of the foreign language is 

culturally not acceptable. 

5.3.2 How did expatriates and locals address each other? 

Addressing each other seems to be a trivial issue. Yet, being sensitive about such a simple 

act can help build relationships, or if not done properly, can influence them negatively. 

5.3.21 Addressing the same nationality 

Russians addressing Russians 

The way people address each other depends on (1) the age, (2) the position, and (3) how 

well the communicating partners know each other. The form of address may vary by using 
different parts of the name as well as by using the formal or informal version of 'you'. 

Name. The Russian ftill names consist of three parts: first name, 'father's narne* 

('otschestvo') and surname. The most common way of addressing each other is using the 

first and the father's names. When people are of the same age, and/or know each other well, 

they may drop the father's name and use only the first name. First names are especially 

popular with younger people. The surname by itself is used only at very formal occasions. 

Otherwise, using the surname onlv is considered very rude. 

You. In Russian the informal 'you' is expressed as 'ti', and the formal 'you' as 'vi'. When 

two people are the sarne age, and they know each other, 'tl' and first name are normally 

used. When they do not know the person or the person is older, thev show respect by 

addressing the person by 'v1'. and call her/him by first name and 'father's name. An in- 

between stage can be when they call the person by first name and address her/him by 'vi'. 
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Americans addressing Americans 

Americans typically address each other informally, using first name and 'you'. With 

superiors at higher levels, Americans may use the expression 'Sir'. 

Germans addres, ong Germans 

Germans most often address each other in a forinal way, using Trau' ('Mrs) and 'Herr' 

('Mr') with the surname. German people at work usually use the formal 'you', i. e. 'Sie, 

even with those colleagues whom they may address by the informal 'you', i. e. 'du' outside 

work. 

Japanese addressing Japanese 

Japanese use formal addressing, giving the appropriate respect according to age and status. 

There are subtle differences in addressing people on various ladders of the hierarchy. 

5.3.2 2 Expatriates addressing Russians 

Table 5.6 surnmarises how expatriates addressed their Russian colleagues. 

Table 5.6 The ways expatriates addressed Russians 

Nationalitv/1 nVpage Name I 'You' 
First name/Father's name/Last name Informal or formal 'you' 

American expatriates 
In English First name No di rentiation 
In Russian First name Informal V to younger, and 

formal 'vi' to older people 
German expatriates 

In English Most likely first name No differentiation 

In German Most likely 'Herr' or Trau' and last 

name 

Most likely formal 'Sic', 
occasionally informal 'du' 

In Russian First name Most likely formal 
occasionallv informal 'ti' 

Japancse expatriates 
In English First name on1v or first name 

follo, wed by *san' 
No differentiation 

In Japanese 
very rare case 

First name or last name, at times 
followed by 'san' 

The appropriate Japanese 

addressing depending on 
seniority and position 

In Russian Most likely first name, or first name 
follovved bv 'san' 

Most likeINT formal 'vi', ven, 
occasionaliy informal 'ti' - 
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American expatriates addressing Russians 

Americans addressed Russians by their first name. Wien they spoke in Russian, they 

usually used 'ti' (informal 'you'), while to older people they may have said 'vi, (formal 

you'). While the informality could at first sound unusual to the Russians, they quickly got 

used to being addressed in the 'American way'. 

They address me by first name. At the beginning I found it very strange and impolite. But it was only 

a matter of time that I came to like it. It was a different culture. (Russian employee) 

German expatriates addressing Russians 

The ways German expatriates addressed Russians seemed to be mixed. Using first names 

appeared to be quite popular, partially because the communicating partners were young, but 

also for reason of simplicity, as Germans sometimes found Russian last names difficult to 

pronounce. Still, a lot of Germans used the combination of Trau' or 'Herr' and sumame. 

They did not usuall-y use the father's name. Germans were more likely to use the formal 

'Sie' and 'vl' than the corresponding informal versions. 

Japanese expatriates addressing Russians 

Japanese often addressed Russians by their first name, but also by their surname. The 

reason for using the first name was similar to the German reasoning - the difficult 

pronunciation of the last names. To show respect to older employees or to those who had 

been with the compariv for a long time., the Japanese added 'san' after the first/last name. 

The following comment shows a typical Russian reaction. 

The first time of course it was strange. Very interesting, but strange. (Russian employee) 

5.3.2 3 Russians addressing expatriates 

The way Russians addressed expatriates seemed to be influenced first of all by the 

expatriates' culture, and onlv secondarily by the Russian culture. Russians typically 

addressed expatriates as they would be addressed in their home countries. They addressed 

American expatriates in English, by their first name, German expatriates in German, by 

using 'Frau' or 'Herr' and their surname (e. g. Herr Heller), and Japanese expatriates also in 
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English, by their sumame, and adding 'san' after the surname (e. g. Kuwata-san). When the 

communication was in German or Russian - that is, in languages in which you can 
differentiate between the formal and the informal 'you' German and Japanese expatriates 

were usually addressed in the formal way, while Americans were addressed sometimes 
formally, other times informally. 

Figure 5.1 shows the dynamics of expatriates' and locals' addressing each other. 

5.3.2 4 Did expatriates and locals change their mys? 

As can be seen from the above said, it was in most cases the locals who adopted fully the 

expatriates' ways. Except for a few cases when Americans mastered the differences 

between 'ti ' and 'vi, and used these forms of address correctly, the expatriates' adoption 

was solely based on convenience (that is, it was due to difficult pronunciation). 

5.3.25 Were the ways expatriates and locals addressed each other culturalýv acceptable 

for the other parýv? 

Overall, Russians did not seem to mind being addressed in -the expatriate way', and 

adapting to these ways when they were addressing expatriates. They reallsed that the 

differences were due to cultural differences, and accepted the expatriates' ways. Three 

comments have to be made, however. 

(1) In general, Anglo-Saxon expatriates do not fully appreciate the distinction between the 

formal and informal 'you', which exists in many languages, but not in English. Scollon 

and Scollon (1995) discussed this issue in the Mexican context. They described the two 

contexts in which the informal 'you' could be used in the following way: 'either if he 

was a good friend or if he was trying to pick a fight (that is, if it was an attempt to 

assert power over the other)' (Scollon & Scollon, 1995: 47). The locals 'had only two 

choices: (1) they could hear it as aii insult, or (2) they could hear it as an expression of 

close and longstanding friendship. " In this Mexican example expatriates tended to opt 

for the informal version, and this was the case in Russia, too. However, rather than 

taking it as an insult, Russian people usually evaluated the informal addressing as 's/he 

is just a foreigner who is not able to use the appropriate addressing'. 
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Figure 5.1 Cultural Acceptability Model - Addressing each other 
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There are situations, however, when it is not appropriate to use the informal 'you' in the 

Russian culture. Some - especially older - locals, for example, may feel rather 

uncomfortable when being addressed by their first name and the informal 'you'. 

(1) While Russians are flexible, they do not appreciate being called by their surname 

Expatriates address us by first name, but as there are a few people here who have the same name " my 
boss just calls me by my surname. In Russia it is very rude. I accept it, after all, this guy is a foreigner. 
He does not know anything, and it would be too difficult to explain why surnames should not be used. 
Of course, if a local would do it, I would also call her/him by surname. (Russian employee) [His tone 
of voice left no doubt that this would be a serious insult. ] 

The expatriate's behaviour in this case was not acceptable for the Russian employee. An 

additional problem was that the expatriate never learnt that his employee had a problem with 
him, thus the communication gap remained between them. 

A note on 'Grecting people' 

Russians greet each other the first time they meet every day. Americans, however, may say 

'hi' to each other a number of times during the day. Both sides mentioned that they were 

somewhat puzzled by the other party's reactions. Americans were surprised that Russians 

would not greet them several times a day, some interviewees even found it rude. The 

Russians, on the other hand, wondered why the Americans kept saying 'hi' to the same people 

all through the day. 

5.3.3 Communication on the telephone, in a written form and through presentations 

Interviewees were asked to describe the Russian communication style. The responses given 

by the expatriates and the locals were very similar. It has to be noted, however, that overall, it 

was mainly the American and to somewhat lesser extent the German expatriates who pointed 

out differences between their own and the Russian conununication styles. Japanese 

expatriates often reported not having noticed big differences between the Russian and the 

Japanese styles. This may be explained by both the Russian and the Japanese being rather 

high-context cultures, but it may be explained simply by the fact that the Japanese had less of 

a structured approach to the following types of communication than did the Americans and 

the Germans. 

-53.3.1 
Communication on the telephone 
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Foreigners often perceived Russian people being unfriendly, or even rude on the telephone. 

The reasons for this included: 

0 not introducing themselves or their company, but simpIly saying 'allo'. - 
being brief, to the point of being abrupt, 

using a relatively loud voice, 

0 no 'smile' coming over the line, but a rather hard tone. 

These characteristics were especially frustrating in service organisations. ' One American 

interviewee gave the following example: 'The Russian employee may be silent while she is 
looking up some information on the computer. She would not let the caller know that she is 

working on the enquiry: 

When talking to friends or colleagues -ývhorrt they know well, Russians ask about their 

families, how they are, and so on. However, when they are talking to business contacts whom 

they do not know well, they can be very factual and possibly formal. 

Taking messages 

Probably because of their preference of oral to written communication, Russians would often 

choose to report verbally about a telephone call instead of making a note of the message. 
According to a number of expatriates, details were often missing from the Russian 

crnployees' notes. 

Usage of answering machines and Voice-mail 

Russian people do not (yet) have the culture of using answering machines and voice-mails. A 

lot of people may hang up rather than leave a message on a machine. Because of the lack of 

practice and training, when they do leave a message, it may not always contain all the 

necessary information. 

5.3.3.2 Verbal and written communication 

' Jallat and Shekslinya (2000) described some of the inadequacies of services in Russia. 
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Verbal versus written communication 

Bennett (1998) asserted that in communication some cultures favour a contextual approach, 

while others prefer a more linear style. As for the countries included in the study, Russian and 
Japanese people are more likely to follow the contextual, while American and German people 

prefer the linear approach. Following the contextual approach is probably one of the reasons 

why Russian people in general prefer verbal communication to written communication. 
Verbal communication enables them to explain things in a more thorough way, by giving the 

context to the information in a short time. In addition, it also makes the communication more 

personal and friendly. 

When using Russian. I prefer to talk to people. When you speak to a person, you see his eyes, you can 
feel the person. (Russian employee) 

On the other hand, Russian people recognise that written communication also has advantages. 

The written word serves as a proof of communication, and facilitates follow-up, which is 

admittedly often necessary. Also, some Russians prefer the written form when 

communicating in English, as it gives them more time to think through how to express their 

thoughts in a foreign language. 

Overall, the importance of clear and well-formulated written communication is probably 

underestimated. A well-written piece of correspondence can make a big difference. As one 

German expatriate put it 

Some of our Russian colleagues write reports and send requests to our Gen-nan headquarters. I always 
tell them that they have a big influence on the decision. If they prepare the document well, so that the 
person in Gen-nany can simply say 'yes', it is more likely that the answer will be a 'yes'. However, the 
Russians find it difficult to put together a written document that way. (Germart expatriate) 

Differences between the expatriates'and the Russians' communication st les y 

To Westerners, Russian communication often seems to be vague, evasive, lacking structure, 

or - as a couple of interviewees commented - even illogical. There are various reasons that 

could explain the differences between the expatriates' and the Russian styles. These include 

the following. 

High-context explanation. Russian-style communication includes a lot of background 

information, as Russians feel it is important to give the context to illustrate and understand the 
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issues properly. Therefore Russian written communication tends to be detailed, not 

necessarily concentrating on the main points. 

Linguistic diftýrences. While the language is direct, it is also rich and flowery. Sentences tend 

to be long, partially because Russian written communication includes extra words to express 

friendliness. 

My German colleagues often say these are empty words, but I myself do not think so any more. For the 
Russians it is very important to be friendly this way. It creates some atmosphere. a mood. The same 
letter in Russian and German would be very different. Wien we have to translate a German letter for 
our clients. we add the Russian friendliness to it. (Gennan expatriate) 

A Russian text may be longer, but it is a linguistic difference. If you translate an English text directly, it 

will be rude. You have to paraphrase it to make it sound nice and polite. (American expatriate) 

Lack oftraining.. In addition to style and linguistic differences, there is another reason for 

Russian written communication being different from the expatriates' style: Russians in 

general do not receive training at school or at university as to how to write efficient memos, 

and their previous employer may have not trained them, either. Therefore, it is usually up to 

the current employer to train the Russian employee to communicate effectively in writing. 

According to the interviews, however, although expatriates may occasionally have corrected 

the Russian employees' memos and other written communications, this activity was not 

perceived as a necessary coaching exercise. 

A few interviewees pointed out that sometimes it is not the long and exhaustive written 

communications that are difficult to deal with, but rather the other extreme, when Russians 

may write a very short, informal note with important information missing from it. 

Although Japanese expatriates did not point out differences between their and the Russian 

styles, the following quote illustrates probably quite well how a Russian employee can cam 

herself/himself the right to be more independent in writing letters in a Japanese company: 

When I was younger, they would not trust me, or the way I would write a letter. I used to prepare a 
draft. then they may have approved or disapproved it, The Japanese style was very different from the 
Russian style. Their text was full of not very important items, the important things were written 
somehow between the lines. The main item may have come in the end. The Japanese were not ready to 
be aggressive in their , vritmg. As I have been working for a while for the company, the managers have 

started to trust me more, and I have a bigger say in how we write our letters to Russian people. In the 
Russian letter vou would start from the important point, explain the situation. give some other 

suggestions, etý. The Japanese understand this, and to die Russians now I use the Russian style. Then I 

show it to my manager, and if lie thinks it is too strongly worded, we add some nice words. 
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Some people may not use e-mail communication, not necessarily because they do not want to, 
but because they have not got the right training for it, either computer training or English 

language training. 

The problems with c-mails are all related to the lack of computer knowledge and the lack of speaking 
English, All menus are in English, and if you do not speak Englisb very well, you end tip not using the 
computer. If you have no practice, you may try to type with one finger, or you simply call the person 
rather than send a message to her/him. (Russian employee) 

5.3.3.3 Presentations 

While the majority of German and Japanese expatriates did not see differences between their 

own and the Russian styles, the American expatriates pointed out a number of differences 

between how a Russian and an American employee would prepare a presentation. The main 
differences were similar to those in written communication. 

Table 5.7 Comparison of American and Russian presentations styles 

American style Russian style 

Usually well prepared presenters At times presenters without important 
facts to hand 

Including only main points Including main points as well as details 

Using bullet points for easier following Using long sentences 
Using more sophisticated graphs Using less illustration 
Relaxed, free speech More reserved presentation style 
Inviting the public to comment Lecture style presentation 

The reasons for practically all these differences lie in the difference In training between the 

two nationalities. Americans ty ically learn how to prepare and make a presentation at school . pi I 

as well as at work, Russians do not. Some expatriates recognised this gap, and helped their 

employees to prepare presentations, but only a few interviewces mentioned that they would 

send their staff on a presentation course. 

A few Russian interviewees mentioned that the presentation style should not be totall-v based 

on the 'Western style' format and content, when the presentation was to Russian audiences, 
such as, for example, authorities. As the communication styles differ, Russians v, 'ho are not 
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used to the 'Western style' might interpret the American and to some extent the German 

styles as simple and arrogant. 

5.3.4 Did expatriates and Russians change their ways? Were their ways culturally 

acceptable for the other parties? 

All expatriates, American, German and Japanese, asked their staff to be 'more polite' when 
answering the telephone. Although the Russians did alter their style, expatriates reported that 

the changes were taking place at a rather slow pace. 

Regarding written communication and presentations, however, when given the opportunity, 

Russians were willing and happy to aqjust their style. Problems with the expatriates' style 

occurred only in those cases where the Russian communicating party (for example, a 
bureaucrat in a ministry) expected a Russian-style letter or presentation. 

Thus one can conclude that changing their ways was culturally acceptable for the Russians, 

which coincided with the expatriates' requests, for whom the Russian style of communication 

was culturally unacceptable. 

5.4 MANAGERIAL ISSUES 

Introduction - the leader 

In countries with strong hierarchical traditions, such as Russia, the leader has an ascribed 

leadership role. The 'traditional' Russian leader was autocratic and authoritarian (Puffer, 

1996). He gave instructions as to what to do, and the subordinates executed his orders. 

The interpretation of a 'good leader" has gone through some changes in the 1990s, vet old 

characteristics still prevail. At the turn of the century a mix of behaviours is likely to work 

best with the Russian employees. While employees used to the old regime's managerial style 

may still need to be led at least partially in an autocratic way (Elenkov, 1998), the same 'old- 

style' authoritarian leader is not desired, and at times not even tolerated, by younger people. 

Atthou h Russians still often expect their leader/mana er to make the final decision, they also 99 

expect to be asked for their opinions about matters related to their work. They expect their 

leader to be open, honest, very direct and clear. The manager has to be competent in order to 

win respect, and at the same time he - and in more rare cases she - should also be friendly, 

and nurture personal relationships. 
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The difj 
, 
Terent roles ofwomen and men 

Traditionally women were supposed to be beautiful, caring and gentle, and not suitable for the 

business world. Although all women and men had to work in the old system, women typically 

did not get promoted to high position jobs. Even today, when in some areas, such as the arts, 

women are in leading positions, Russian men still find it difficult to accept a woman boss 

(Puffer, 1993,1996). 

5.4.1 Motivation 

For every manager it is important to know what motivates her/his employees. In companies 

where loyalty is not strong, it is perhaps even more important to motivate the employees 'the 

right way. In Russia the supply of well-educated and experienced people has recently been 

smaller than the demand (Fey, qjbrkman & Pavlovskaya, 2000). Therefore, if companies 

want to keep the good employees and strengthen their loyalty to them, they have to think very 

carefully about the right motivators, 

It is loyalty to the employer which is difficult to achieve. You have to put the emphasis on training, 
developing and coaching. (American expatriate) 

The field research investigated which motivational factors expatriates and Russians perceived 

as the most important for the Russian employees, The following motivational categories were 

identified based on the interviews 

" experience/knowledge' 

" financial rewards, 

" good working climate, 

" positive feedback, 

" responsibility, 

" security; 

" self-fulfilment. 

Experi ence/knowl edge. Russian employees are willing to learn and are very receptive to 

training. They expect to be able to gather knowledge and experience by joining a well-known 

multinational companN, 
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Financial rewards. This category includes salary as well as bonuses, and other financial 

rewards. 

Good working climate. For the Russian employees it is very important to like the people they 

are working with, as they like to be 'surrounded by friends. 

Positive feedback. When they perform a task well, Russian employees like to receive positive 

reinforcement. Comments such as 'well done' and 'thank you' are welcomed. Small rewards, 

including small gifts or, for example, the 'Employee of the Month Award', are also 

appreciated. 

Responsibility. Russians hope and also expect to be consulted about issues related to their 

j. obs. Having responsibility makes them feel important. Furthermore, it gives Russians a great 

feeling when expatriates count on and - at least to some degree - depend on them. 

Security. In this case security means having a stable job with a regular salary, without too 

much danger of losing employment. 

Self-fulfilment. This category includes interesting work with challenging tasks, job 

satisfaction and success on the job. Younger Russians strive for quick career advancement. 

5.4. LI Russian view 

Table 5.8 shows the responses Russian interviewees gave as to what motivated them most. 
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Sixty-nine per cent of the Russian interviewees named 'self-fulfilment' as one of the most 

important motivating factors; thus the majority of the respondents put job and promotion 

opportunities above everything else. 

I like interesting work. The more difficult the tasks are, the more interesting they are for 

me. I like to challenge myself (Russian employee) 

21 
The second most often mentioned motivator (54 per cent) was 'financial rewards'. In 

addition, Russians reported that 'receiving positive feedback' (37 per cent) and 'good 

working climate' (31 per cent) also played important roles in their motivation. 

Motivation ofRussian employees working, for Japanese companies 

It is interesting to note that the Russian responses varied according to the nationality of the 

expatriates they worked with. Overall, Russians working for Japanese companies 

mentioned less motivating factors. The most important differences compared to Russians 

working for 'Western' companies were as follows. 

Although 'self-fiilfilment' was the overall most important motivating factor (for 69 per 

cent of the Russian respondents), a smaller portion (44 per cent) of those Russians who 

worked for Japanese companies mentioned this factor. This could be due to the 

, expatriate ceiling', which was present in many Japanese companies. Typically 

Japanese companies kept the managerial positions for Japanese expatriates-, and for 

locals it was often very difficult or simply impossible to break through this ceiling. 

I feel that working for tlris Japanese company is a great experience for my future. I do not 
know, however, what will exactly happen, as the highest position I can reach here is 

assistant manager. (Russian emplovee) 

Although overall ýreceiving positive feedback' was one of the most important factors 

(37 per cent), only one of the Russian employees working for Japanese companies 

mentioned this factor. This could be explained by the difference in Western and 

Japanese management styles. Japanese managers often did not give either positive or 

negative feedback, which left the emplo-yees with uncertain feelings about their 

21 Joint venture companies tend to pay market rate salaries, or above. Jain et aL (1998) suggested that 
in developing countries MNCs often preferred to pay wages that were high compared to the local 

market rates, both to attract the best employees and to minimise the need for training. 
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performance. Although Russian employees would have preferred to receive feedback, it 

could be concluded that - as it typically was not given - they adapted to the Japanese 

style, and stopped expecting feedback from their Japanese bosses. 

A somewhat bigger portion of Russian employees working for Japanese multinationals 

than Russians working for other nationalities mentioned 'gaining experience and 

knowledge'. Apparently a number of Russians would work for Japanese companies 

because of the prestige of working for a well-known and respected Japanese company. 

Some of the respondents mentioned that their experience was very good in terms of 

both learning and having it on their curriculum vitae. However, as the promotion 

opportunities were mostly limited, ambitious Russian employees often treated their jobs 

as a short- to medium-term investment for their future career, which would then unfold 

in some other companies. 

5.4.1.2 Expatriate view 

Table 5.9 shows the expatriates' responses as to how they perceived the main motivational 

factors. 

Sixty-five per cent of the interviewees believed that 'financial rewards' were the biggest 

motivators. Although expatriates also considered 'self-fulfilment' (32 per cent) and 

receiving positive feedback' (32 per cent) as important, both factors were judged much 

less important than financial rewards. In general, expatriates also recognised the 

significance of a 'good working climate' (29 per cent). 

Russian people do not separate work from feelings. When the working climate is good, you 
can ask anytlimg from them, they will do it. (German expatriate) 

I have the impression that the most important motivator for the people here is the climate in 
our office. My Russian colleagues told me: 'if you get up in the morning,, and you go to 
work with pleasure, it brings harmony. If you have problems at work, you take them horne 
with you, and it may even be bad for your relationships. (German expatriate) 

Looking at the individual countries, it is interesting to note that American expatriates hardly 

mentioned a -good working climate', whereas German expatriates considered 'self- 

fulfilment' exceptionally rarely. 
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While in the previous system security used to be an important consideration for all 

employees, and it continues to be a significant motivator for older generations in the new 

economy, this is no longer the case for the ty ical young employee of a multinational Pi 

company. 

For younger people (below 40) their future career is important. They want to cam 
credibility with a multinational company, and gather knowledge and skit Is and not least, 
money. Younger people take more risks. Older employees (above 40) want money and 
security. (American expatriate) 

For the age group between 30 and 40, it is important to have a finn, stable job with regular 
payment. (American expatriate) 

note on emotions 

Research (e. g. Yankelovich, 19781 Howell, 1982) has shown that an average American's 

work effort depends to a large extent on how the person feels about the people s/he works 

for and with. In the case of Russians, the role of personal feelings seems to be even more 

important. Emotions affect Russian people's work as well as private lives. 

Russians need more acknowledgement than Germans do. They are also willing to give 
more when motivated. The German attitude says: I have an assignment, therefore I have to 
produce results. Mien the feeling is right, the Russian person will trv to make the 
impossible possible for you. (German expatriate) 

5.4.1.3 Comparing the Russian and the expatriate views 

When comparing the Russian and the expatriate responses, the biggest difference can be 

seen in how the two groups judged the factor 'self-ftilfilment. While for Russians it was 
the most important factor, the expatriates thought it was only a secondary motivator. Does 

this mean that expatriates believed Russians would work well as long as they received a 

satisfactory salary? It was not quite like that. Expatriates themselves realised that in some 

way Russians did not have a choice. Given the difficult times they were living through, 

financial rewards had to be of primary importance to them. Because of the crisis in August 

1998, numerous people lost significant amounts of money. In these difficult times, families 

had to keep together and support each other even more actively than in 'normal times'. 'In 

such a situation as we have now, money has to be important' (German expatriate). 
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Russians did emphasise the importance of financial rewards but it was more important for 

them to be successful, to have a job with challenging tasks, and to be able to advance their 

career. 

I would not say that the salary and the package are the most important for me. However, 
they are important in the sense that die money has to be enough for my familv to continue 
our normal life. (Russian employee) 

There may be another reason why expatriates thought that financial rewards were the most 

important for Russians, and this reason may be the phenomenon of the 'overly confident 

ambitious young Russian'. 

As there were not enough good people with substantial market economy experience - and 

at times with the right theoretical knowledge - in Russia (Shekshnia, 1994. - Sweetman, 

Robinson & Shilnikova, 1999). ambitious and talented young people were often offered 

jobs that were beyond their expertise. 2' Multinationals may not have had the resources or 

the willingness to bring in experienced expatriates, thus the responsibility went to 

inexperienced Russians. In less fortunate cases Russian employees could not overcome the 

lack of years of experience in sales, marketing, etc. In other cases Russian employees rose 

to the challenges, As they became successful, their self-confidence typically - and quite 

naturally - also grew, at times even to an overly confident level 
. 
2' Then companies found 

themselves with the dilemma: 

Some - especially young - Russians are not realistic about their salarv requirements. 
They do not realise that, while they may have the capabilities, they do not have the 
experience. (American expatriate) 

It was important for the expatriates to realise that Russians valued current benefits more 

than future benefits (also pointed out by Puffer and Shekshnia, 1996). This was partially 

due to the fact that: 

22 At times talent was attributed to these employees by the expatriates because of the Russians' good 
English. 
23 On the other hand, while one group of people has an over-confident attitude. others have an 
inferiority complex (also reported bv Simon & Davies, 1995). There may be at least two reasons for 
this behaviour: (1) Because of their different training in comparison to die expatriates, some people 
may lack self-confidence. (2) Modesty has been a value in the Russian society. and before the 'rise 
of the market economy' it was not usual and accepted to 'brag' about one's strengths and 
capabilities. Because of their attitude these people may come across to Western managers as too shy, 
perhaps even as inactive. even though they may be just as knowledgeable as the individuals 
belonging to the overly confident group. 
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(1) most Russians needed money for their urgent current needs rather than for saving for 

the future-, but also because 

(2) these types of benefits, such as pension funds, were unfamiliar to the local employees, 

as they did not exist in the old system. 

Expatriates had to be willing to spend more time explaining to the employees the nature of 

long-term benefits, thereby convincing them about their value. In some companies this was 

an especially important issue. 

In our company we have an issue with stock options. Russians do not place much value on 
them, but within our company culture it is a major portion of the compensation package. It 
often comes to discussions when the two parties do not agree. In a salary discussion, for 
example, the Russians keep negotiating, while the expatriates think 'what else do you want, 
you have all these stock options! It is a huge amount of money'. (American expatriate) 

5.4.1.4 Were the expatriates' and locals' behaviour patterns culturally acceptable for the 

other party? -Potential con ctsituations Ifli 

When looking at the expatriates' responses, and whether their ways were 4culturally 

acceptable' for the Russians, the following cases were identified as potential non-matches. 

American-Russian interaction 

0 Americans misinterpreting the Russian way of 'creating a good working climate'. 

According to the responses, Americans did not seem to recognise the importance of a 'good 

working climate'. Having a 'good working climate' means that the employees know and 

care about one another. They listen to problems as well as to stories about happy events. 

This also means showing understanding towards those colleagues who may have some 

personal or family problems. This familiar behaviour, however, may be interpreted as 

unprofessional by American expatriates. Canng about each other is important, even during 

periods when deadlines need to be met, which may be understood as unfocused behaviour 

by the Americans. In effect, efficiency is not necessarily lost in a 'good working climate'. 

German-Russian interaction 

2 Germans not supporting their Russian colleagues' 'self-fulfilment' ambitions. 

167 



It was clear from the interviews that Russian people in German companies would have 

liked to be given more challenging tasks. Yet, only one German expatriate mentioned that 

4 self-fulfilment' was a motivating factor for Russians. Thus the discrepancy between the 

German and the Russian views was very large in this respect. German companies seemed to 

miss out on finding the ways their employees would have like to be motivated. 

Russians did not mind working hard, but they also wanted recognition. Promotion was very 

important for them, especially for the ambitious young Russian employees. They were not 

afraid of changing jobs. As many of them had been educated in a Western university and/or 
had some working experience in a Western firm, it was relatively easy for them to find new 

jobs, if they did not feel satisfied in any one company. As their comments suggested, in 

general Russians did not feel that they received enough recognition from their German 

managers. 

Japanese-Russian interaction 

0 Japanese not 'giving positive feedback'. 

Russian people wanted to have feedback; they wanted to know how they were doing. If 

they did something well, they wanted recognition, if they made a mistake, they wanted to 
know why and how it happened. Positive reinforcement was especially important for the 
Russian employees, as it provided both an emotional boost and professional recognition. 
According to the Russian interviewees, Japanese managers failed to provide sufficient 

positive feedback. 

0 Japanese 'expatriate ceiling'. 

The 'expatriate ceiling' is the biggest obstacle for local employees' careers in Japanese 

companies. Because in most cases there was a ceiling of positions locals could reach, most 

Russians perceived their jobs in the Japanese companies as temporary assignments. 

Ambitious young Russians would typically join Japanese companies because they provided 

a good learning experience, and 'their names looked good on the CW. This was in contrast 

with the Japanese long-term view, and was counterproductive for the companies. 

v Japanese not contributing to a 'good working climate' 

168 



Russians appreciated it very much when 'the management tried to create a good 

atmosphere', for example, through organising social office events, and when their 

traditions, such as celebrating birthdays, could be followed in the foreign firms, too. 

5.4.2 Rewarding good performance - Providing positive feedback 

Tables 5.10 and 5.11 summanse the expatriates' reactions when their Russian employees 

performed a task very well. 

American behaviour 

Ninety-three per cent of the Americans and all Russians working for American firms 

confirmed that American expatriates typically provided immediate positive feedback when 
Russian employees performed a task very well. They either said something directly to the 

individuals, or sometimes praised them in front of their own bosses. A few expatriates 

mentioned giving an award or small gifts, such as a bottle of wine or a book to the 

employee. 

One Russian manager mentioned that Americans liked to praise achievements by attaching 

a value to the success - for example, this job was worth $US 10,000 for the company. 
Russians, on the other hand, put more emphasis on the quality of the effort what was put 

into the job. 

German behaviour 

While most German expatriates seemed to provide immediate positive feedback to their 

employees (85 per cent of the Russian respondents reported this to be the case), a number 

of Russian employees reported a lack of feedback. 

Japanese behaviour 

There was a significant difference between the Japanese and the Russian views on how 

Japanese bosses reacted when Russian people performed a task very well. All Japanese 

respondents were of the opinion that normally they provided immediate positive feedback. 

However, all but one Russians reported that they did not receive sufficient feedback. 
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In the five years I have worked here, they said 'thank you' to me once. (Russian employee) 

Russians are proud people, and they do not appreciate when other people take credit for 

their achievements. 

If my boss was invited for a lunch because I did something very well, he would not even 
tell me about it. (Russian employee) 

5.4.21 Did expatriates praise differently in Russia than they would do in their home 

country? 

American and German expatriates 

A number of American and German expatriates mentioned that they praised employees 

more often in Russia than they would do in their home country. They did so, because they 

believed 

0 that Russians in general needed more praise; and 

0 that, because of the circumstances, it took more effort from the Russians to achieve the 

same thing than it would have done for the employees in Germany or the USA. 

I think I praise more here than in the US. I do so because I believe that to achieve the same 
thing here is a bigger achievement. In the West you learn things simply from your 
surroundings, from the beginning of your life; in the school, at work, etc. Here this was not 
possible because of the 75 years of the old system. You could not see any examples. 
(American expatriate) 

I have the feeling that people expect it more. In Germany it is understood as normal to do a 
good job, and you do not expect extra praise for it. (German expatriate) 

I have always tended to praise people, but only here did I realise how important it was. 
(German expatriate) 

Japanese expatriates 

Only one Japanese manager noted that he behaved differently with his Russian and 
Japanese colleagues. 

With the Japanese I am less personal, I do not praise them many times. 
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5.4.22 Was the expatriates' behaviour culturally acceptablefor the Russian employees? 

Russians like to know where they stand. They want to know what their boss thinks of them, 

how they are doing in their jobs. They appreciate open communication, which also includes 

expressing feelings. 

Receiving immediate positive feedback is the way Russians like to be recognised. 
Consequently, Russian employees seemed to be satisfied with the ways Americans reacted 

when something was well done. In general, Russians were also satisfied with the direct 

ways of German expatriates. However, the lack of giving sufficient positive feedback was 
likely to have some demotivating effect on the locals. While Russian employees may have 

got used to the ways Japanese management operated, they did not like it. They felt 

frustrated because of the lack of feedback, and the need for second-guessing. Furthermore, 

being more individualistic than the Japanese, they would have preferred personal feedback. 

It is not my private success that matters but the success of the department. I do not know 
whether this is the right way or not, but I got used to it. They never tell you whether you are 
doing well or not. I think, during the last two years I was told 'well done' once or twice. 
(Russian employee) 

5.4.3 Dealing with mistakes 24 

In general, according to the Russian attitude, everybody can make a mistake, especially if it 

is not one's own fault. Yet, when the mistake happens, Russians are upset with themselves. 

They think about the mistake, analyse it, and try to figure out what went wrong. It seems 

important for them to be able to discuss the mistake, and to explain to their boss why it 
happened. If possible, they correct the mistake, and draw lessons for the future from it. In 

the process they welcome constructive criticism, and guidelines from the expatriates. The 

extent of the required guidance depends on the expertise of the employees. 

5.4.3.1 Russian reactions 

ne following categories were identified from the responses: 

24 The mistake had to be committed by a Russian employee. However, I did not define 'mistake' for 
the respondents. A few interviewces chose to distinguish between financial and non-financial 
mistakes. 
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" admitting to the mistake, 

" apologising, 

" correcting the mistake, 

" feeling embarrassed, 

" making up excuses; 

" trying to hide; and 

" wanting to discuss and explain. 

Table 5.12 shows the frequencies Russian employees and expatriates mentioned the above 

categories. 

Russian responses 

Feeling embarrassed (60 per cent) 

The most overwhelming response was 'Feeling embarrassed'. While it is probably no 

surprise to anyone that people feel embarrassed when they make a mistake, the magnitude 

of this feeling in Russia is likely to be bigger than in other nations. In order to attempt to 

illustrate the strength of this feeling, I list the expressions respondents were using. 

Feel embarrassed; ashamed-I awful; do not feel good; am in a bad mood-I may not sleep for 
one/two/three nights; suffer inside; blame myself-, take it too much to heart; I am shocked, 
physically I feel it running down my back; take things too personally; am not very happy 
about it; disappointed; very upset; cannot bear it; cannot relax; I try to remain calm; very 
self-crifical; crying. 

A whole array of bad feelings! As emotional people in general, Russians do not usually 
hide their feelings. In extreme cases, women may even have an emotional outbreak, and 

start crying. This in turn is likely to frustrate the expatriates, as the following two comments 

illustrate. 

Expatriates even said to me: If we have something unpleasant to tell you, we are trying to 
say it to you on Friday, so that the unpleasant situation will not affect your job. (Russian 
employee working with German expatriates) 

Women are more nervous than men. It drives me crazy. (American expatriate) 
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Correcting the mistake (40 per cent 

While the most overwhelming reaction was 'feeling embarrassed', the second most likely 

reaction was 'correcting the mistake'. Most Russians mentioned this as a matter of fact, 

natural reaction. 

Wanting to discUss and explain (26 per cent) 

In general, Russians did not seem to have a problem with admitting their mistakes. 

However, rather than simply correcting the mistake and going ahead, they needed some 

time to think about the mistake, and analyse it. To some degree Russians evaluated 

mistakes according to whose fault they were. When the mistake was their fault, they would 

probably admit to it, and - if possible - corrected it. It was also very important for them 

to be able to discuss with the expatriate how and why the mistake happened. When the 

mistake was not their fault, it was very important for them that the expatriate knew that, 

too. 

When I know for sure I made a mistake, I admit to it immediately. I apologise and correct it 
as soon as possible. However, when I think I am right, I fight for it. (Russian employee) 

Expatriate responses 

American view 

According to American expatriates, the most likely Russian reaction was 'making up 

excuses' (50 per cent), while - perhaps interestingly - the second most often described 

reaction was 'admitting to the mistake' (43 per cent). Thus Russians would admit they 

made a mistake, but at the same time they would make up excuses for why the mistake 
happened. 

Further reactions American expatriates reported included 'apologising', 'feeling 

embarrassed', 'trying to hide' and 'wanting to discuss and explain'. Interestingly, not one 
American expatriate mentioned that the Russian reaction would be 'correcting the mistake'. 

German view 
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According to the German view, Russians were most likely to 'feel embarrassed' (38%), 
None of the German expatriates mentioned 'apologising', 'correcting the mistake' and 
'wanting to discuss and explain'. 

Japanese view 

The small number of answers means that no generalisations can be made. It is, however, 

interesting to note that each respondent agreed that the Russians would probably 'make up 
excuses 

Both Americans and Japanese mentioned 'making up excuses' a number of times. 
Regardless of nationality, people may want to defend themselves by inventing reasons for 
their mistakes. In Russia, however, there could be some additional reasons for this 
behaviour. 

Making up excuses often meant defensiveness, and 'over-reliance' on expatriates - that is, 
on higher positioned people. Authority and hierarchy have their deep-rooted traditions in 
the Russian society. In the previous regimes, leaders' orders had to be well executed and 
then the subordinates were fine. During the communist era, mistakes could be treated very 
harshly. People could lose their jobs, or, in worse cases, they could be deported to another 
part of the country. These past events are still vivid in a lot of people's memories, thus one 
could say that 'making up excuses I is the 'heritage' of the past system. Being cautious and 
explaining your way out of things is what people leamt from the system as well as from 

their family, in order to survive. 

It takes a long time for some of the Russians to understand that a mistake does not 
necessarily mean a black mark in their profile. (American expatriate) 

They are pretty good at making excuses. In the old times they may have been sent 
somewhere if they made mistakes. This makes them very reserved. This is the reminder of 
Stalinism. (Japanese expatriate) 

This attitude also implied that the decision lay with the leader, and therefore so did the 
responsibility. Researchers of Russian work style often found that the lack of responsibility 
was one of the main obstacles for expatriates working efficiently with Russians. The 

mentality of feeling 'non-responsible' still prevails among Russian subordinates as well as 
managers. The following comment was given by a Russian manager: 
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The person who made the mistake was working for me, so it makes me think that the 
mistake was also my fault. When I myself make a mistake, on the other hand, I may also be 
angry with my boss. I could think that he should have given me more exact instructions, 
then the mistake would have not happened. 

A related argument was that people could make up excuses because they feared for their 
job. Again, for some people, who had experienced the previous system, it was a legitimate 

consideration. 

Comparing the Russian and the expatriate views on the Russians' reaction 

There did not seem to be much correspondence between the Russians' and the expatriates' 
views. For example, while 'feeling embarrassed' was the most likely reaction according to 
the Russians, few expatriates seemed to make a note of this behaviour. Furthermore, only 
one (a Japanese) person mentioned 'correcting the mistake', and hardly anyone mentioned 
4wanting to discuss and explain'. From the comments it seems that the Russians' need to 
discuss and explain the mistakes was often misinterpreted as 'they were trying to explain 
their way out of it'. The same may be valid for 'making up excuses'. While in a number of 

cases employees wanted to shed responsibility: 'If they can prove it was my mistake, then I 

would say, OK you have got it, it was my fault', other times they may have simply wanted 
to talk over what happened. 

5.4.3.2 Expatriate reaction 

The following expatriate reactions were identified as the result of the interviews (Table 

5.13): 

(1) direct feedback; " 

(2) indirect criticism; and 
(3) loss of control. 

(1) Direct feedback includes reactions, such as open criticism, discussion with the 

employee, involving herihim in problem solving, and giving her/him suggestions and 
instructions for the future. 

25 At first I called this category 'constructive criticism'. After a while, however, I realised that giving 
this name to the category reflected my own cultural bias, as I was attaching a positive value to 
expressing open, direct and immediate criticism. 
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(2) Indirect criticism means that the expatriate does not give immediate feedback. Whether 

any feedback is given or not may depend on the nature and the regularity of the 

mistake. There are various forms of indirect criticism. A more detailed discussion 

follows in the section comparing different nationalities, as indirect criticism, or rather, 
the manifestation of it, varies according to the country of origin of the expatriates. 

(3) Loss of control means that the individual starts shouting and/or irrationally blaming the 

employees. In some cases this blame is laid on the whole system and the whole country 
for not being able to do something. 

American expatriates 'reactions 

American view 

Almost all American expatriates (93 per cent)26 reported giving direct feedback to the 

Russian employees when they made a mistake. Some of them admittedly 'lost' it every now 

and then, but even these individuals knew that it was not the best way to handle the 

situation. This did not mean, however, that one could not be emotional. 'I like to work with 

emotional people. I like to know why they are happy or why they are mad or frustrated' 

(Russian manager). Russians are emotional people, and they may also show their feelings. 

As an American expatriate put it: 'Voices get raised. Sometimes I get excited, but the 

employees are not afraid. I get yelled at more than I yell. They are not a 'bunch of passive 

dolls'. ' Nevertheless, there seemed to be an agreement that shouting and being angry was 

more likely to destroy the morale than help working together. 

26 Hundred per cent represented the total number of responses given for the question. 
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Table 5.13 Expatriate reactions to Russian mistakes - Expatriate and Russian 

responses 

REACTION OF AMERICAN EXPATRIATES 

USA (n= 15) Russia (n=9) Total (n= 24) 
No. % No. % No. % 

Direct feedback 14 93 3 33 17 71 

Indirect criticism 1 7 4 44 5 21 

Loss of control 

------------ 

3 

------------- 

20 

--- 

1 11 

----------- 

4 

----- 

17 

---- 

Tying to be careful 8 53 1 11 9 38 

REACTION OF GERMAN EXPATRIATES 

Germany (n=12) Russia (n =12) Total (n =24) 
No. % No. % No. % 

Direct feedback 11 92 10 83 21 88 

Loss of control 3 25 

----------------------------- 

0 

------ 

0 

--- 

3 

------ 

13 

---- 
Trying to be careU 7 58 3 25 10 42 

REACTION OF JAPANESE EXPATRIATES 

Japan (n=6) Russia (n=8) Total (n= 14) 
No. % No. % No. % 

Direct feedback 4 67 5 63 9 64 

Indirect criticism 2 33 4 50 6 43 

Loss of control 1 17 2 25 3 21 

Trying to be careful 1 17 1 13 2 14 

Note: V represents the number of respondents for the question: How did expatriates react when a 
Russian employee made a nustake? In the case of Russia 'n' represents the number of those 
respondents who worked for American, German and Japanese companies, respectively. 
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Russian view 

Russians viewed Americans in a similar way to how the Americans viewed themselves. 
Nevertheless, 44 per cent of them found Americans sometimes indirect. It was an 
interesting point, as Amen it ir ican expatriates would probably not agree that ei her they or the' 

colleagues were indirect. Yet, some of the Russians thought so. Indirectness in the 
American case meant a 'cover-up of criticism', or putting the criticism in a positive light. 

The American way of saying, 'You did a really good job, but 
... 

' did not sound sincere 

enough for the Russians, and was sometimes interpreted as indirectness. A local employee 

commented: 'Sometimes they react as if we were children. I would like the expatriate to 

give me realistic feedback. ' 

German expatriates' reactions 

German and Russian view 

There was a high degree of agreement between how the Germans saw themselves and how 
the Russians saw the Germans. German expatriates were judged to be very open, regularly 

providing direct feedback. According to 83 per cent of the Russians, the feedback was 
immediate and straightforward. At times the German expatriates may have become 

somewhat angry, but as a rule, they did not. In addition, it was noted that German 

expatriates were more ready to give negative than positive feedback. 

Japanese expatriates' reactions 

Japanese view 

Ramsey (1998) stated that, for the Japanese managers who help their subordinates to 

correct their mistakes, the process as a leaming opportunity is more Important than the 

correction itself This argument was confirmed by the field interviews. 

While the majority of the Japanese expatriates (67 per cent) claimed to provide direct 

feedback, a number of expatriates (33 per cent) reported that they gave only indirect 

criticism. Typically, feedback may have been completely avoided when the manager 
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thought that the subordinate could find a solution by her/himself The indirect criticism 
manifested in different forms: 

(1) no feedback in any way other than through the annual bonus; 
(2) indirect feedback by some kind of punishment; 
(3) feedback via a third party. 

(1) In Japanese companies employees often did not receive any feedback throughout the 

year. The annual bonus was the only signal they received about how their boss 

evaluated them. 

In our company the senior management set targets. X per cent had to have 100 per cent 
bonus for being excellent, Y per cent had to be evaluated as good, Z per cent as 
satisfactory, etc. When my bonus was 100 per cent, then I knew that I worked well in that 
year. When it was 0 per cent, I knew they were not happy with me during that year. It was a 
definite sign, but did not help me in tenns of how I could improve. I had to go to my boss 
and/or to my colleagues and clarify things. I noticed that after a while I myself started 
behaving a little bit in a Japanese way with my staff. I also started following the principle 
that you should not keep your staff fully informed. (Russian employee) 

(2) Unless the mistake needed immediate attention and correction, it was likely that the 
Japanese bosses would not confront the employees directly. Rather they chose some 
indirect ways, such as ' indirect criticism through punishment', 

When I made a financial mistake, the manager pointed it out to me. When something was 
wrong with my behaviour, they used a different approach. In our company we had office 
parties. When the boss wanted to punish somebody, that person did not get invited to one of 
the parties. It worked. You got offended, and did something about it. You wanted to be part 
of the team. Either you changed your behaviour, that is if you knew what you did wrong, or 
tried to discuss the situation with your boss. You wanted to find out, whether it was your 
business or private behaviour which was considered wrong. 

(3) As Japanese people put a great emphasis on saving face, they often gave feedback via 

a third party. This way they could avoid direct confrontation; while at the same time 

they also let the person know that something went wrong which needed attention. 

Russian view 

Russians described the Japanese reaction in a very similar way to how the Japanese saw it. 
Yet, the interpretation and the evaluation of the same behaviour were very different. 
Russian people prefer immediate feedback and direct communication. The indirect way of 
dealing with people was therefore not appreciated. 
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We, Russians are very open. If something is wrong with my job, I want my boss to explain 
to me what is wrong and why. We expect a direct answer. My Japanese boss would say: 
Everything is OK, I am enjoying your job. Then he would tell a colleague or my supervisor 
what was wrong with me. They do things in an indirect way. For us it is awful and 
unacceptable. 

It is better to hear direct criticism. The aim is to understand why the mistake happened, how 
you can avoid it in the future, and to understand what is needed to be done. It is impossible 
to understand these things through a third person. 

5.4.3.3 Was 'handling a mistake' different in Russia and in the expatriates' countries? 

American and German view 

Another category that was identified while analysing the interviews was 'trying to be 

careful'. This is a somewhat different category from the previous ones, as 'trying to be 

careful' could be present simultaneously while giving direct or indirect criticism. 

Fifty-three per cent of the American and 58 per cent of the German interviewees thought 

that they were handling mistakes differently In Russia than they would in the USA or in 
Germany. Some of the Russians working for these expatriates also mentioned that 

expatriates were trying to be careful when addressing the Russian employees about their 

mistakes. 

Being careful included behaviour such as speaking to the employees in private, being very 

polite, choosing the wording carefully, not being harsh, not blaming the locals, being more 

patient and at times being more forgiving in Russia than in the expatriates' home country. 

The following reasons show why the interviewees found it was important to mention the 

category 'trying to be careful' with a special emphasis. 

Miscommunication. A portion of mistakes were due to miscommunication, the main 

cause often being language differences. When people use their second language for 

every day work communication, small or big misunderstandings can occur. Language 

competency levels vary. Misunderstandings happened in English, German, Japanese 

and in Russian, either because something was not being expressed the correct way, or 
because a sentence, or simply a word, was not understood. 
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0 Lack of experience. The second reason for being careful was the low level of exposure 
Russian people have had to Western business practices. As some American expatriates 

pointed out, expatriates in Russia needed to have a coaching mentality. Because of the 

short history of market economy practices in the country, Russian employees had not 
had much opportunity to get used to Western business practices. Expatriates therefore 

had the responsibility to transfer some of their knowledge to the employees, which - 
when it happened - was greatly appreciated. Russians - especially the younger ones 

- were eager to learn, and viewed expatriates as the source of potentially valuable 
knowledge. Unfortunately the pressure for deadlines and profit figures often prevented 

the expatriates from spending time on training. 

Different local reaction. Compared to their American and German counterparts, 
Russians were reported to be more visibly shocked, and to react more strongly, when 

they made a mistake. They also wanted to explain why the mistake happened. An 

American expatriate put it the following way: 'In the US you accept the mistake and you 

move forward. In Russia you want to explain the mistake. ' 

A couple of expatriates felt that Russians were taking criticism better than American 

employees would. 'Even if they are severely reprimanded, they bounce back, ' 'They admit 

easier to their mistakes. ' 

A German expatriate commented: 

In Germany people would more often not accept that something was their fault. 90% of 
them would say, I was right, but the circumstances changed. In Russia I think that only 40% 
would act this way. The rest would admit to the mistake. 

Japanese view 

Japanese respondents did not indicate changes in their behaviour when dealing with the 

locals. This did not necessarily mean, however, that they were not careful, as it was the 

Japanese expatriates who were the most likely to act in an indirect way, which itself 

implied carefulness. Thus, although it was not expressed by the Japanese as explicitly as in 

the case of Western expatriates, Japanese were at least as likely to behave carefully as their 

Western counterparts. The manifestation of this behaviour, however, was likely to be 

different, as noted above. 
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Japanese expatriates also did not think that there were big differences between how 

Russians and Japanese would behave after making a mistake. A couple of them believed, 

however, that Russians made up more excuses and found it more difficult to apologise than 

Japanese employees would. 

5.4.3.4 Was the expatriate and the Russian behaviour culturally acceptable to the other 

party? 

In Section 3.2.2.4 Figure 3.1 introduced a model that was drawn up for analysing the 

cultural acceptability of certain behaviour patterns in expatriate-local interactions. 

Completing the various sections for the concrete situation of 'dealing with mistakes', the 

model shown in Figure 5.2 emerges. 
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Figure 5.2 Cultural Acceptability Model - 
Expatriate and Russian reactions to mistakes 

Expatriate's Local's 
culture 

II 

culture 

1. ý Admit to it 
2. 

' 'ý Apologise 
3. Correct it 

1. Direct feedback 4. Feel embarrassed 

I ýct cIj criticism)n 
5. Indirect 2 Make up excuses 

3. Loss of control 
6. Try to hide 
7. Want to discuss 

and explain 

May accept/ May accept/ 
May not accept May not accept 

Hannonious work relationship 
or 

Potential conflict situations 

Feedback I 
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Figure 5.2 includes the reported actions and reactions of expatriates and locals. Table 5.14 

and 5.15 examine in detail whether these behaviours were culturally acceptable for the 

other group. In order to reduce the number of potential conflict situations, expatriates as 

well as Russians should look at the 'unacceptable' behaviours, and find solutions that 

would work for both parties. 

Table 5.14 Was the expatriates' behaviour appropriate/acceptable for the Russian 

culture? 

Expatriate behaviour Russian evaluation of expatriate behaviour 

Direct feedback Acceptable. Expected, and appreciated. Russians want to do things 

better, thus instructions for the future are welcomed. Feedback needs 

to be given 'in a sensitive way'. In Japanese companies Russians 

realise that Japanese managers prefer indirect criticism, and they 

'learn' not to expect direct feedback. 

Indirect criticism Not acceptable. Realistic, direct feedback is what the Russians want, 

indirectness is not appreciated. Comments (coming typically from 

American expatriates) like 'it was great', followed by 'but this and 

this should be done differently in the future', do not sound sincere 

enough. Russians especially do not appreciate the Japanese indirect 

ways. They do not like to be communicated to indirectly, particularly 

not via a third person. 

Loss of control Not acceptable. 'Having a go' at the Russians may turn them 

defensive, unwilling to take responsibility and finding excuses. 
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CHAPTER 6 

SYNTHESIS OF FINDINGS AND CONCLUSIONS 

There were several objectives the doctoral study set out to achieve: 

(1) to determine what effects cultural differences have on expatriation practices at the 

company as well as at the individual/interaction levels, 

(2) to assess whether there is evidence for the convergence of expatriate practices among 

the countries included in the study; 
(3) to classify potential conflict situations in expatriate-local interactions in Russia; and 

(4) to determine which acculturation mode locals and expatriates of different national 

origin follow; and whether and how company practices facilitate an integrative mode of 

acculturation 

These objectives are addressed briefly in the section below. The analysis is based on the 

combined results of the two stages of the doctoral study. Following this, 6.5 expands on the 

potential conflict situations in expatriate-local interactions; and identifies and analyses the 

factors affecting the occurrences of these situations. 

6.1 CULTURE'S EFFECTS ON EXPATRIATE PRACTICES 

From the existing literature we know that different cultures affect expatriate practices in 
different ways. In order to gain an up-to-date picture about a wide range of issues in various 

parts of the world, Stage One of the doctoral research looked at multinationals' expatriate 

policies and practices in four countries: Germany, Japan, the United Kingdom and the 

United States. The comparison of the results showed significant differences among the 

countries in each of the following areas of enquiry: reasons for using expatriates, selection 

criteria and methods, and training. The individual cultures' effects on company policies and 

practices were reported in Chapter 4. Further details are given in the 'Company Report' 

(Appendix 5). 

In Stage Two I looked at cultures' effects on expatriation at the individual level. The 

cultural differences were clearly manifested in the expatriates' behaviour patterns in the 

field interviews in Russia. American, German and Japanese expatriates communicated 
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differently, and each nationality showed a different way of how they provided positive and 

negative feedback, and how they motivated their employees. 

While there were significant differences within the group of the Western countries, as well, 
both the survey and the field research showed that - as expected - there were more and 
larger differences between the Japanese and the 'Western' practices. 

6.2 IS THERE EVEDENCE FOR CONVERGENCE OF EXPATRUTE NUNAGEMENT 

PRACTICES? 

In order to examine whether there is evidence for the convergence of expatriate practices, 

two types of analysis were performed. First, I compared the country findings of the doctoral 

study. As mentioned above, significant differences were found in a number of areas. Fifty 

per cent of the reasons for using expatriates, 80 per cent of the selection criteria, each of the 

selection methods and the regularity of cross-cultural and language training also showed 

significant differences among the countries. Second, I compared the results of the present 

study to Tung's findings (1982) two decades previously. While there seem to have been 

some shifts in the expatriate practices of different countries, there was not much evidence 
for their convergence. Perhaps the only sign for convergence was that the Japanese 

companies reported to include more 'Western-like' criteria in their selection process. 

The field research findings showed that each expatriate nationality, American, German and 
Japanese communicated and managed their local employees in very different ways. This 

also does not point towards convergence. 

While it was not among the objectives of the study to look at the changes of the local 

business culture, I would like to note that a number of Russian business practices - 

practised by the 'new Russian, Joint-venture-style managers' - seem to have been shifting 

towards the 'Western ways'. These findings correspond to the results of Ralston et al. 's 

study (1999). In another developing country with 'communist background', China, Ralston 

et al. (1999) identified the 'new generation manager' whose (Eastern) views seem to have 

been crossverging with Western views in the process of modermsation. A brief description 

of the changes identified by the doctoral study is attached in Appendix 6. 
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6.3 POTENTIAL CONFLICT SITUATIONS IN EXPATRL4, TE-LOCAL INTERACTIONS 

Chapter 5 provided a detailed analysis of how locals and expatriates acted and reacted in a 

number of concrete situations at work. Potential conflict cases were pointed out, and the 

'Cultural Acceptability Model' was put forward as a way of assessing the acceptability of 

the actions and reactions of the representatives of different cultures. In the following a brief 

summary of the findings is provided. 

Using aforeign language at work Americans, Germans and Japanese expatriates, they all 

had 'language issues' in their interactions with Russian employees. The issues were similar, 

i. e. not expatriate-country-specific. Examples included: not understanding each other, not 

realising that the other party did not understand what was said, problems with accents, 

using interpreters, etc. 

Verbal and written communication. Expatriates from all three countries reported that they 

were not used to the Russians' high-context, elaborate explanations. However, it was the 

American expatriates who emphasised this issue the most. Expatriates of each nationality 

expected the Russians to change their ways. 

Motivation. There was a general lack of recognition of the Russians' self-fulfilling 

ambitions. American and Japanese expatriates often seemed to underestimate the role of 

I creating a good working climate'. The lack of promotion opportunities for locals working 

for Japanese multinationals decreased significantly the Russian employees' loyalty to their 

companies. 

Providing positive ftedback and dealing with mistakes. German expatriates were reported 

not to provide sufficient positive feedback. Japanese expatriates did not provide positive or 

negative feedback to their employees. The Japanese indirect ways of dealing with mistakes 

were not welcomed by the Russians. From the expatriates' perspective, the Russian reaction 

of 'making up excuses' did not match the expatriates' expectations. American and Japanese 

expatriates also found it difficult to understand why Russians 'wanted to discuss' the 

mistakes in details. 
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6.4 EVIDENCE FOR ACCULTURATION MODES IN RUSSIA 

The doctoral study has addressed the expatriates' and locals' acculturation modes by 

identifying examples of behavioural patterns. Because of this, the findings here can be 

tentative only. Further studies including quantitative measures are necessary in order to 

expand on our understanding of acculturation modes. 

6.4.1 Expatriates' acculturation modes 

In Section 2.7 Proposition I asserted: 

'In most cases expatriates will follow the separation mode of acculturation. ' 

The field research found that expatriates followed first of all the separation mode of 

acculturation - that is, they used their own ways of doing things without much 

consideration of the local circumstances. However, signs of following the integrative mode 

of acculturation - that is, the inclusion of the 'Russian ways', have also been found. 

Examplesfor the separation mode ofacculturation included: 

not speaking the local language; 

using the expatriate's language as office language, including holding meetings in the 

foreign language; 

addressing the locals in the 'expatriate way'; 

not being sensitive about the differentiation between the formal and informal 'you'; 

expecting the locals to change their verbal and written communication styles; 

using motivational factors that they used in their home countries; 

Japanese expatriates using the 'Japanese methods' for rewarding good performance and 

for dealing with mistakes. 

Examplesfor the integration mode of acculturation included. - 

0 trying to learn Russian, and at times using the local language; 

ff allowing and participating in employees' celebrations at work; 

providing more feedback to Russians than was usual in the home countries (one 

American and two German expatriates reported doing so); 
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0 trying to be careful when communicating criticism about mistakes (fifty-three per cent 

of the American, 58 per cent of the German and 17 per cent of the Japanese expatriates 

commented on this). 

No evidence was found for the assimilation and the deculturation modes. 

6.4.2 Comparison of acculturation modes of expatriates of different national origin 

Overall, the study identified fewer culturally unacceptable situations in the American- 

Russian and German-Russian interactions than in the Japanese-Russian encounters. This 

may be attributed at least partially to the different acculturation patterns of the Western and 

the Japanese expatriates. American and German expatriates were more likely to try to 

change their behaviour - that is, to follow an integration mode of acculturation - than 

their Japanese counterparts, who mainly followed the separation mode. 

While the integration mode is preferable in all situations, the degree of need for following 

this acculturation mode may vary depending on the extent of the cultural differences 

between the expatriate's and the locals' countries. 

When the cultural differences are small, less adaptation is necessary. Expatriates are likely 

to be able to use their own ways without having any particular problems because of this. 

Although the integrative mode is desirable, following the separation mode probably does 

not have a detrimental effect on the assignment. 

When the cultural differences are big, more consideration has to be given to cultures. 
(1) When the expatriates' and the locals' ways of doing things are different but the 

expatriates do not insist on using their methods, the integration mode of acculturation may 
be followed. Expatriates and locals have to find solutions that work best in the given 

situations in the particular location. 

(2) When the expatriates' and the locals' ways of doing things are different, and the 

expatriates insist on following their own methods, they are likely to follow the separation 

mode of acculturation. This requires some degree of assimilation from the locals. 

(3) Should some of the expatriates' behaviour patterns be offensive to the locals, the best 

thing is to avoid such practices. This may even mean that expatriates would have to show 

some assimilation efforts. 
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In his analysis of American, German, Japanese and Russian cultures, Bradley (1999) looked 

at the differences among cultural dimensions. He pointed out that the American and German 

scores were very different from Russia's scores on three dimensions (individualism, 

uncertainty avoidance and masculinity), while the Japanese and the Russian scores differed 

mainly on two dimensions (masculinity and long-term orientation). This would suggest that 
Japanese and Russians should have the lowest number of conflict situations in their work 

interactions. The doctoral study, however, found the opposite, that is, it was the Japanese 

who had the most issues in their interactions with the locals. 

Bradley's article (1999) addressed the differences in cultural dimensions. I would argue, 
however, that in the case of uncertainty avoidance, having similarly high values can also 
create difficulties in forming the right working relations. Both Russia and Japan score very 
high on uncertainty avoidance, that is, both groups would like to avoid unfamiliar situations 

and both groups would like to be in control, or at least to be informed about what is going 

on in the workplace. However, in fully Japanese-owned companies and in joint ventures 

with Japanese participation it is the Japanese who are the decision-makers, and the Russians 

are typically not involved in the decision-making process. This leaves the Russian 

employees with a high degree of uncertainty which they are not comfortable with. This was 

confirmed by the statements of a number of interviewees who commented on the secrecy of 
Japanese managers. 

In addition to looking at the differences between the cultural dimensions, it is also important 
to see whether a culture has any extreme values, such as very high or very low scores. In the 

case of Russia, there are two extreme values, the very high uncertainty avoidance score and 
the very low masculinity score (Bradley, 1999). Interestingly, the Japanese also have 

extreme scores on these two dimensions. While in the case of uncertainty avoidance both 

countries have very high scores, on the masculinity dimension they are on the opposite ends 

of the scale. This contrast in values, where both the Japanese and the Russians have very 

strong preferences, creates further issues in work interactions. The Russian high femininity 

reinforces the need for involvement and co-operation, which is not the way how Japanese 

expatriates typically manage their local employees. 

The Japanese high uncertainty score can explain why Japanese expatriates would prefer to 

manage their business and employees the same way abroad (i. e. following the separation 

mode of acculturation) as they would do in Japan, in their home environment. However, 
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because of the clashes of cultures described above, it would be very important for the 

Japanese expatriates to follow an integrative acculturation. 

6.4.3 Russian employees' acculturation modes 

In Section 2.7 Proposition 2 was put forward: 

'In most cases Russian employees will prefer the integration mode of acculturation. ' 

From the findings, arguments can be brought up for both the integration and the 

assimilation modes. 

Russian employees - especially the younger ones - wanted to do a good job as well as to 

develop themselves. They wanted to 'extract' technological and managerial knowledge 

from the expatriates. In order to be able to do so they were willing to adapt partially or at 

times even fully to the expatriates' ways (assimilation). As expatriates mainly followed the 

separation mode, their behaviour implied a certain 'request' for the locals' assimilation. 

The overall accommodation of this request may have been facilitated by the expatriates 

being in the powerful positions, and by the Russians' respect for power differences. 

Examplesfor the assimilation mode ofacculturation included: 

m using English and/or German as the office language; 

0 accepting being addressed the expatriate way; 

0 adapting to the expatriates' ways of motivating. 

The locals' ultimate aim, however, seemed to be to combine the expatriates' ways with 
their own style so that the 'new Russian ways' of doing things could emerge (integration). 

Examples for the integration mode ofacculturation included: 

being eager and willing to learn from expatriates; 

changing ways of communication (e. g. on the telephone, the way they write memos). 

Separation and deculturation modes were not represented in this study. Most of the Russian 

interviewees reported directly to expatriates, so given the expatriates' tendencies towards 
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the separation mode, it would probably not have been easy for locals to follow the 

separation or the deculturation modes. 

It has to be noted, however, that the present findings may very well be limited to the 'new 

Russian' manager. A sample of older Russian employees or of employees who do not come 

into regular contact with expatriates would probably have shown a somewhat different 

picture, and characteristics of both separation and deculturation modes could have been 

identified. 

6.5 ]IDENTIFICATION AND ANALYSIS OF FACTORS AFFECTING THE OCCURRENCES OF 

POTENTIAL CONFLICT SITUATIONS IN EXPATRIATE-LOCAL INTERACTIONS 

6.5.1 The 'Model of Sources of Misunderstandings in Expatriate-Local Interactions' 

The fewer misunderstandings occur in expatnate-local interactions, the likelier it is that 
the parties will work well together. The integration mode of acculturation may be followed 

if expatriates are aware of the differences between their own and the locals' ways, and if 

they are able to recognise the potential conflict situations in expatriate-local interactions. 

In Chapter 5 potential conflict situations were identified and analysed, with an emphasis on 

cultural acceptability/unacceptability. Cultural unacceptability occurs due to differences in 

cultures whereby one party cannot tolerate and accept the other party's behaviour. As a 

consequence, conflict situations arise. Conflict situations, however may also arise due to 

reasons other than cultural differences. In order to go one step further, I looked again at the 

literature as well as at this study's findings. My aim was to build a model which would 
include additional factors that influence the occurrences of misunderstandings between 

expatriates and locals. 

In addition to cultural differences, 'economic developmental differences' is another macro 
factor that is mentioned in the literature as having an influence on the interaction of 
different nationalities (e. g. Dadfer & Gustavsson, 1992). Allinson and Hayes (2000), for 

example, suggest that the bigger the economic developmental gap is between the 

expatriate's and the locals' countries, the more 'development-related' issues expatriates are 
likely to face in the host country. During the field analysis interviewees also mentioned a 

number of examples when conflict situations arose as a consequence of misunderstandings 
due to economic developmental differences (examples are given in 6.5.3.2). 
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Conflict situations, however, occur not only because of macro but also because of micro 
factors. Studies show that flexibility and opennesss to different cultures facilitates 

communication, adjustment and work interaction (e. g. Tung, 1997), as individuals with 

such characteristics seem to accept differences more readily than individuals lacking such 

characteristics. At the same time, knowledge seems to reduce uncertainty (Demerath, 

1993), and makes a person's behaviour easier to understand for an individual coming from 

another culture. Thus, knowledge may also facilitate successful communication. 

Based on the above, I developed the 'Model of Sources of Misunderstandings in Expatriate- 

Local Interactions'(Figure 6.1). The model includes the following four factors as main 
determinants of potential conflict situations between expatriates and locals: 

Macro factors - cultural differences; and 

- economic developmental differences. 

Micro factors - the parties' flexibility and their openness to new cultures, and 

- the parties' knowledge of each other's culture and language. 
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Figure 6.1 Model of Sources of Misunderstandings in Expatriate-Local 
Interactions 
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It is suggested that the two micro factors have a 'mitigating' effect on the macro factors, 

whereby depending on the level of knowledge and flexibility and openness of the 

expatriates (and locals), the occurrences of potential conflict situations may increase or 
decrease. 

The following describes the four factors in some more detail. Subsequently examples are 

provided from the doctoral study as to how these factors affected the expatriates' 

interactions in the local environment in Russia. This is followed by an analysis that 

examines whether companies participating in the doctoral research assessed these factors in 

their selection and training processes. 

6.5.2 The four factors 

The macro factors are factors that are beyond company control. They are typically constant 

at one point of time, albeit they are possibly changing in the long term. While companies 

cannot change these factors, they can assess both the cultural and economic developmental 

differences between their home location and the country of the expatriate assignment. 
Through this analysis multinationals can determine their selection and training needs for 

each expatriate location. 

The micro factors are factors that are within company control. Regarding the micro factors 

companies may react in a more proactive way than in the case of the macro factors. They 

can influence both the candidates' knowledge and their openness and flexibility. The 

knowledge of the other culture and language may be increased by selecting people who 

already have this knowledge or by providing appropriate training. Regarding openness and 

flexibility, it is probably simpler for companies to select individuals who already match 

these criteria than trying to change the candidates' atittudes via training. 

6.5.21 Cultural differences 

Cultures are formed and shaped through time, and numerous factors have an effect on their 

development. Without claiming to be exhaustive, the following are factors that affect 

cultural differences: geography, climate, history, religion and political and economic 

systems. The list is adapted from Hofstede (1984), and includes factors that are deemed to 

have the greatest influence on any national culture's long-standing values. 
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When two cultures are similar to each other, it is likely that their representatives perceive 

each other's behaviour in a similar way. When two cultures are different, there are more 

opportunities for misunderstandings (e. g. Hofstede, 1980; Griffith et aL, 2000). 

Individuals encountering behaviour patterns that are incompatible with their own culture 

experience a dissonance between their own cultural values and the other person's behaviour. 

This dissonance may lead to conflict situations. 

6 5.2 2 Economic developmental differences 

Social level beliefs are influenced by every country's history and culture. In modern, 

industrialised countries, however, the importance of social traditions diminishes, and they 

may be substituted by educational systems, laws, professions, ideologies and regulatory 

systems. Economic developmental differences are likely to be present in terms of the 

characteristics of the environment and the availability and quality of resources. The 

following list was compiled for illustration purposes and is not exhaustive. 

0 Business environment Most developing markets operate in 'semi-market-economy- 

like' environments; laws and rules may be constantly changing, which creates an 

uncertain and unpredictable environment for business operations. 

0 Business conduct There may not be established norms as to how to conduct business. 

0 Infrastructure. The lack of good infrastructure can present serious barriers for 

conducting business smoothly and efficiently: roads or transportation in general may 

not be appropriate for distribution; technology may not be up to date: the lack of or the 

unreliability of telephone lines and computers can make communication cumbersome. 

a Education. The levels of general education as well as of business education vary. There 

may not be enough people with the right education who meet the requirements of 

expatriates coming from developed countries. 

0 Experience. Even when people have the right education, they often do not have 

sufficient or the right experience. Therefore, the training needs of the local employees 

may be quite different from what the expatriates were used to in their home countries. 
An undesirable, yet easily made mistake is confusing the lack of knowledge or 

experience of the local employees with the lack of ability. 

6.5.23. The parties'fle-xibility andtheir openness to new cultures 
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The communicating partners' individual characteristics play an important role in 

understanding each other. Somebody with an open mind and a flexible attitude is more 

likely to be ready to accept foreign ways of doing things, and act appropriately in various 

situations than another person who is convinced about the superiority of her/his own and in 

general about her/his country's methods. Flexibility and openness may be affected by 

several factors, including the following. 

Personality. Openness is included in the personality dimensions in the Big Five Model 

Q. M. Digman, 1990; McCrae & Costa, 1987). 

Age. Younger people may be more flexible and open to new ideas and situations (Rosen & 

Jerdee, 1976). 

Life experience. The more life experience an individual has gathered, the bigger are the 

chances that the person will already have encountered people and situations similar to the 

ones s/he will come across in the expatriate-local interactions. However, while life 

experience may make some people more tolerant, others may simply become more set in 

their own ways. 

Status and power relations. At times inflexibility may be reinforced by the expatriates' 

more powerful roles and status. 

6.5-2-4. The parties' knowledge of each other 's culture and language 

While knowledge itself does not necessarily generate competence or change an individual's 
behaviour, being aware of facts can facilitate understanding (e. g. Mendenhall & Oddou, 

1985a, b). Individuals who know other cultures, their values, assumptions and behaviour 

patterns, are more likely to interpret these nationalities' cues correctly. This reduces the 

likelihood of misunderstandings and the occurrences of potential conflict situations (e. g. 
Leiba-O'Sullivan, 1999). Such knowledge may be acquired through individual or organised 
learning activities or through personal experiences. 

Those expatriates who speak the local language have an arguable advantage over those who 
do not. Yet, learning a new language is a serious undertaking, and may not be possible for 

all expatriates for all assignments. Therefore a differentiated approach is necessary to 

language training (see 6.5.4.4). 
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6.5.3 Examples of conflict situations caused by the four factors 

6.5.3.1 Cu Itu ral differences 

0 Different nationalities handled mistakes differently. Expatriates often misinterpreted 

and discarded the Russians' need to discuss the circumstances of the mistakes as 
'looking for excuses'. 

0 Different nationalities can be motivated in different ways. The fact that the Japanese 

and - to some extent - the German expatriates did not recognise the importance of 
giving positive feedback had a demotivating effect on the locals. 

0 Americans greeted the Russians several times a day, while Russians greeted the 
Americans only once a day. This 'mis-exchange' of greetings lead to bad feelings 

between the two parties. 

6 5.3.2 Economic developmental differences 

Expatriates did not always recognise the reasons why locals were unable to do what was 

expected from them: 

Working in a business environment with bureaucracy, corruption and/or ambiguous 

rules could mean that locals were unable to perform their tasks. 

The lack of established norms of conducting business resulted in locals making 

mistakes (for example, a Russian employee did not ask for a written confirmation of a 

shipment, and when problems arose, he did not have a proof of the agreement). 

M Because of the lack of infrastructure (for example, bad telephone lines) locals may have 

been unable to complete their tasks by deadline. 

Due to the lack of training and experience locals, for example, did not use e-mail and 

voice-mail often and/or efficiently enough, and locals may not have had all the facts to 
hand when presenting to their bosses. 
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6.5.3.3 The parties'fle-xibility and their openness to new cultures 

" Japanese expatriates imposed their cultural norms on Russian employees. 

" Expatriates were not willing to listen to the Russians' elaborate - high context 

explanations, whether the communication took place verbally or in a written form. 

" Expatriates did not appreciate the importance of having a good working climate - for 

example, they did not allow or participate in birthday celebrations. 

6.5.3.4 The parties' knowledge of each other's culture27 andlanguage 

Knowledge of each other's culture 

0 expatriates using the wrong motivational factors; 

a expatriates providing insufficient feedback; 

expatriates calling Russians by their surnames. 

Knowledge of each other's language 

assuming that the communicating partner understood everythingl 

0 assuming that you understood everything; 

0 assuming that the communicating partner would ask questions should something not be 

clear for her/him; 

0 not reallsing that the lack of participation in discussions may be caused In great part by 

the insecurity about one's language abilities; 

0 being frustrated when using interpreters. 

6.5.4 Did companies assess and consider the four factors in their selection and training 

processes? 

The following section examines what can be said about the companies' assessment of the 

four factors based on the findings of the doctoral research. 

27 It has to be noted here that, although the two factors, 'Cultural differences' and 'Knowledge of 
each other's culture' are different categories, big cultural differences and the lack of knowledge of 
each other's culture can result in similar consequences. Therefore the examples given under 
'Cultural differences' could also have been quoted here. 
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6.5.4.1 Cultural differences 

Cross-cultural training may be the most effective way of leaming about cultural differences. 

Depending on the extent of the differences, the content and the length of the cultural 

training need to be adjusted. The following includes some of the doctoral study's findings 

on cross-cultural training. 

Both the survey and the field research showed that cross-cultural training is not yet an 

essential part of the regular preparation of expatriates and their families. Among the 

surveyed companies it was the Japanese multinationals that provided cross-cultural training 

the most often, while the American and European companies seemed to offer cross-cultural 
training on a more irregular basis. The expatriates in the field reported similar results, Only 

15 per cent of the respondents received cross-cultural training, and again it was the 

Japanese companies that offered the most training. 

It is interesting to note, however, that although both the survey and the field study findings 

showed that Japanese expatriates received the most cross-cultural training, they also 

seemed to have the highest number of potential conflict situations in their intercultural 

interactions. The discrepancy between the Japanese being the most trained, yet having the 

most problems, may be explained by the fact that the Japanese cross-cultural training often 
focused on learning 'hard' facts, such as the country's history and economic system, rather 

than on more practical and 'soft' issues - like, for example, on how to behave with 
Russian people. 

Although - compared to the 1980s - there has been an increase in the overall amount of 

cross-cultural training provided by companies for the expatriates and their partners, the 

duration of the training was still very short. The average two days companies offered may 
have given the expatriates and their partners an introduction to the new cultures, but further 

follow-up before and/or after the relocation would probably have made the training more 

effective. 

The survey results showed that the more expatriates a company had, the more training it 

offered for both expatriates and their partners. This indicates that companies may not 

recognise the need for cross-cultural training until they gather some experience (good 

and/or bad) in expatriation. 
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Out of those companies that did recognise the importance of training, a few suggested a 

contingency approach. These multinationals determined their selection criteria based on 
'the requirements of the job and the nationality'; furthermore the language requirements 

were based on 'no general rule, but on the location and the assignment'. A number of 

multinationals offered a longer training if there were particularly big cultural differences 

between the home country and the location of the assignment. 

When companies reported not providing cross-cultural training for their expatriates, the 

survey queried why they did not do so. The most often mentioned reason was 'lack of 
time'. This reasoning was also supported by the fact that 74 per cent of expatriates had less 

than three months to prepare for their departure. This probably meant that these expatriates 
had to concentrate with full capacity on completing their actual assignments, and were not 

able to prepare sufficiently for the new experience, whether professionally or personally. 

6 5.4.2 Economic developmental differences 

The economic (and political) systems of the country of assignment create the framework for 

the company's interactions with its environment as well as affect the company's internal 

operations. The length of time expatriates would need to spend learning about the host 

country should also depend on the extent of the economic developmental differences 

between the home and the host countries. 

As the survey showed, the overall number of expatriates is expected to increase, 
furthermore, this increase is expected to be the biggest in developing countries. Lowe, 

Downes and Kroeck (1999) found that the economic development of the location of the 

assignment was a significant predictor in whether business students would be willing to 

accept a foreign posting. The doctoral survey also showed that two developing countries, 
China and Russia, were the locations for which it was the most difficult to identify future 

expatriates. Thus, Lowe et al. 's (1999) and the doctoral study's findings lead to the 

conclusion that individuals responsible for expatriate practices will have to pay more 

attention to emerging markets. 

I would like to comment on the availability of future expatriates willing to go to Russia. 

The field research found that a number of expatriates went to Russia because they had an 

interest in this particular country; furthermore, in a number of cases 'going to Russia' was 
their very reason for becoming an expatriate. I would suggest that the number of expatriates 
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who proactively want to work in Russia will decrease. While the country's rich cultural 

traditions and arts are likely to continue to attract and capture people's imagination, the 

following factors may contribute to an overall decreasing interest in the country. 

0 In general, Russia has lost its mystical, secretive, forbidden, 'cold war appeal', which 
fascinated a lot of individuals. 

0 Increased media coverage often focuses on the negative aspects of the country (for 

example, the war in Chechnya, the mafia, corruption). 

0 Because of the special relationships between the two countries, a large number of 

people from the former East Germany received their higher education in Russia. In the 

future this number will significantly be reduced. 

While the above comments are based mainly on the findings in Russia, the difficulty of 
finding expatriates for developing countries in general may prevail (Harvey et al., 19991 

Tung, 1986). Going on assignments to developing countries presents challenges for the 

expatriates, some of which may be welcomed - for example, the opportunity of doing 

something different, new and exciting - while others, such as discomfort in living 

conditions, may not. In general, I would expect that it will be the younger, inexperienced 

expatriates who will be willing to go to developing countries, not least because of their 

'let's experience the world' attitude. This can, however, present some problems for 

company operations in developing countries. In a developing market there will be more 

business issues to deal with, and more coaching and training to do than in the developed 

world. If expatriates become younger and younger in these markets, they will not have 

either the sufficient professional experience or perhaps even the necessary maturity to deal 

with the potential problems. 

In the doctoral study companies gave no indication of having considered the economic 

developmental differences when they selected and trained their expatriates going to 

developing country locations. In the field research Interviewees specifically pointed out that 

sometimes candidates were unwilling to accept assignments in Russia because of the lack 

of knowledge about the country. Companies that are willing and able to prepare their 

expatriates for these locations by providing up-to-date information can greatly enhance the 

success of these assignments. 
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6 5.4.3 The parties'flexibility and openness to new cultures 

Previous studies (e. g. Black, 1990; Tung, 1997) showed that the expatriate's flexibility and 

openness to other cultures is very important to ensure successful adjustment. Therefore it 

would be in the companies' and the expatriates' interest to select individuals with the 

right' (i. e. matching) characteristics for every assignment. While training may increase an 

individual's flexibility and openness to the world, it is probably an easier choice for the 

companies to identify the right candidates during the selection process (also suggested by 

Lciba O'Sullivan, 1999). 

Overall, it is a good sign that at the time of the doctoral study companies seem to be using a 

wider range of selection criteria than they did two decades previously. But how important 
did multinationals rate flexibility and openness in their selection process? The three most 

often used criteria in the surveyed companies were: (1) technical/professional skills, (2) 

willingness to go; and (3) experience in the company. Based on these results it seems that 

individual characteristics were not deemed essential by the companies. 

US MNCs scored lowest in the categories 'personality factors' and 'the ability to work in 

teams'. As previously mentioned, this was an unexpected finding, since in Tung's (1982) 

study similar categories - 'adaptability/flexibility' and 'communication' - were the most 
important criteria in the USA, and therefore one would have expected these factors to 

continue to be important for the American companies. 

Among the surveyed multinationals only the Japanese companies did not have 'the 

expatriate's willingness to go' among their five most important selection criteria. This may 
be explained by the fact that Japanese employees have traditionally been expected to 

automatically fulfill any role the company may have assigned to them. Several interviewees 

pointed out that they were not consulted about the foreign assignment but were simply told 

to go, even though they did not want to go abroad, and especially did not want to go to 

Russia. Thus again, companies did not assess the individuals' openness and flexibility. 

Russian interviewees reported to have the most difficulties in the Russ ian-Japanese 

interactions. They were of the opinion that at times Japanese expatriates found it difficult to 

be flexible and to adjust to other cultures. A Japanese general manager commented along 

similar lines: 
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Although Japanese companies recognise die need for non-Japanese expatriates, in general 
they are not ready yet to follow up on the idea: Japanese people still feel much more 
comfortable communicating with their copatriates than with foreigners. 

This was also confirmed by the study findings. Although the Japanese expatriate ceiling 

was demotivating and created a higher turnover among the local employees, both the 

survey and the field research found that the overwhelming majority of Japanese expatriates 

were parent country nationals. In addition to using third-country nationals, bringing 

inpatriates into the headquarters could help Japanese expatriates (a) learn about other 

countries and (b) perhaps become more open towards different cultures. 

65.4.4 The parties' knowledge of each other's culture and language 

E, xpatriates 'knowledge 

As was briefly mentioned in Section 5.1, a distinction has to be made between two groups 

regarding the expatriates' knowledge of Russia: (1) expatriates 'who loved Russia', and (2) 

expatriates who wanted to enhance their career in Russia. 

(1) Expatriates 'who loved Russia'. Tlose expatriates, who studied Russian and/or lived in 

Russia prior to their assignment, spoke the language and knew the culture well. They 

often wanted to work in Russia simply because they had an affection for the country. 

(2) Expatriates who wanted to enhance their career in Russia. Until the late 1980s the 

outside world knew very little about Russia. With the exception of those who 'loved 

Russia', expatriates had to rely on the stereotypes depleted by the cold war propaganda, 

which often presented an incorrect or - at best -a partial picture. The situation has, 

however, changed, and since the opening-up of Russia there has been a lot more 
information available about the country. 

Russians' knowledge 

According to the interviewees, Russian people seem to have an Intrinsic Interest in the 

outside world, in foreign countries' geopgraphy, history, literature, etc. Regular contact 

throughout history, cultural exchanges and the media have helped to spread informaiton 

about different nationalities. Russians know that foreigners are different, and therefore, 

when an expatriate comes to their country, they expect her/him to be different. This - not 

necessarily up-to-date - knowledge, however, is of limited use in face-to-face 
207 



communication, as it may not provide any clues as to how a nationality's representative is 

likely to behave in work situations, In the past Russians also had to rely on the cold war 

propaganda and the limited informaiton they were able to gather about the contemporary 

Western societies. It often happened that Russian people overestimated the richness and the 

well-being of the Western countries, and expected all expatriates to be competent as well as 

rich. 

From the above one may conclude that a lack of correct information or knowledge often 

meant that expatriates and locals found discrepancy between their expectations and reality. 

What did the companies do in order to increase the expatriates' knowledge? 

Knowledge of each other's culture 

There are different ways of ensuring that expatriates know the host country and culture. 
One way is to select individuals who already have this knowledge. Third-country nationals 

who come from the same region as where the assignment is are likely to be more familiar 

with the host country than their parent country national counterparts, and therefore may be 

able to fit in better with the local environment (Harvey, Speier & Novicevic, 1999). 

According to the survey, however, the use of third-country nationals is still quite limited in 

the American, German and Japanese companies. It was the UK multinationals that reported 
having the highest proportion (37 per cent) of third-country nationals among their 

expatriates. Perhaps not surprisingly, just as the amount of training offered to expatriates 

and their partners was related to the level of international isation (measured by the 

percentage of non-domestic turnover), so was the make-up of expatriates. The survey 

-, howed that, the more internationalized a company was, the more third-country nationals it 
had among its expatriates. 

One special subgroup of individuals who may know the host country are the ex-host 

country nationals who - after having spent a longer time period abroad - return to their 

country of origin. One has to be careful, however, when selecting the appropriate 

expatriate. Although these individuals may have an advantage over other expatriates, and 

may be accepted by the host country nationals more readily (Harvey et al., 1999), at times 
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these people do not have up-to-date knowledge and/or may awake resentment from the 

locals, especially if they return acting as 'know-it-all' individuals. " 

Companies, however, may not be able or may not wish to select expatriates who already 
have the 'host country knowledge'. In these cases multinationals may offer cross-cultural 

training. Previously it was mentioned that the extent of the cross-cultural training should be 

determined based on the cultural differences between the expatriate's and the locals' 

countries. As the expatriates' and the locals' knowledge of each other's cultures also varies, 

these individual differences should also be considered when designing and offering training 

to expatriates and local employees. 

The findings, however, showed that multinationals did not offer cross-cultural training on a 

regular basis; furthermore, none of the MNCs in the survey and none of the interviewees in 

the field research mentioned a differentiated approach to the training design based on the 

individuals' different needs. 

As part of the internationalization process, companies have also started to bring expatriates 

to the headquarters, or, in the case of a growing number of companies, to several 
headquarters. Just as having expatriates in the field, the use of inpatriates also enhances 
knowledge transfer between different business practices within the company; helps ensure 

the spread and maintenance of corporate culture worldwide; and also facilitates the learning 

about different cultures. 

Knowledge of each other's language 

According to the survey, the expectations regarding the expatriates' language competency 

varied among the countries. Japanese multinationals reported the highest expectations, 

although it has to be noted that their expatriates were primarily expected to speak English 

and not necessarily the language of the country of the assignment. Half of the German 

MNCs were of the opinion that expatriates should be able to work in the foreign language. 

However, as their comments suggested, German companies also put more emphasis on 

providing English than other language training. American and UK companies were more 

2' These comments are made based on inten, iews I conducted in Hungary and in Russia as well as on 
personal communication with Rosalie Tung, whose experience has been related mainly to ex-host 
country nationals in Asia. 
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likely to leave the decision up to the expatriates whether they leamt the language of the 

assignment or not 

From the expatriates' perspective, the field research showed that - with the exception of 
four individuals - those expatriates who were competent In Russian had either learnt the 
language from their own initiatives prior to their assignment-, or received company 
language training prior to their arrival to the country. Once at the location, expatriates 
found the language difficult and had no time for lessons. From these findings it may be 

generalised that, in order to ensure language competency, language training - or at least 

the bulk of it - should precede the relocation. This point may be especially valid for those 
languages that are rather difficult to acquire. 

Learning a language may not be easy, and it is not realistic to expect expatriates to learn the 

languages of all of their countries of assignment. What level of knowledge is then desirable 

and/or attainable? Taking at least a few introductory lessons of the host language is 

advisable, as even a little knowledge shows the expatriate's respect for the country and its 

people, and it also helps the expatriate to adjust to everyday life. 29 

From the survey and the field research findings, the following guidelines may be suggested 

to determine the extent of the necessary language training: 

(1) the more contact the expatriate will have with locals both internally in the company and 

extemally; 

(2) the less foreign language competency the locals have, and 

(3) the higher the locals' expectations towards the expatriates' local language skills are, 

the more extensive language training is necessary. 

6.5.5 Relationships between the four factors and the occurrences of 

misunderstandings 

Figure 6.1 introduced the 'Model of Sources of Misunderstandings in Expatriate-Local 

Interactions' identifying four factors affecting the occurrences of potential 

misunderstandings between expatriates and locals. Figure 6.2 shows the suggested 

29 Learning the local language is often more important for the non-working spouse in order for 
her/lum to be able to adjust to the local environment. 
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relationships between the four factors and the likelihood of occurrences of misunderstandings. 

The following propositions are based on these relationships. 

" Proposition 1. The bigger the cultural differences are between the expatriates' and the 

locals' countries, the likelier it is that the number of occurrences of misunderstandings 

will be higher. 

" Proposition 2. The bigger the economic developmental differences are between the 

expatriates' and the locals' countries, the likelier it is that the number of occurrences of 

misunderstandings will be higher. 

" Proposition 3. The less flexible and open the expatriates and the locals are, the likelier it 

is that the number of occurrences of misunderstandings will be higher. 

" Proposition 4. The less knowledge of each other's culture and language the expatriates 

and the locals have, the likelier it is that the number of occurrences of misunderstandings 

will be higher. 

Figure 6.2 The four factors' influence on the occurrences of misunderstandings 
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I suggest a curvilinear relationship between these factors, as the findings suggest that the 

increase in cultural or economic developmental differences will increase the occurrences of 

misunderstanding at a slowly growing pace. At the same time, an increase in the knowledge 

of each other's culture and language or in openness would first bring about a substantial 
decrease in misunderstandings, while ftirther increases would bring only a smaller 
incremental benefit of better understanding. Future studies are called for in order to be able to 
determine the exact relationships. In order to do so, measurements have to be developed to 

assess the four factors. 

The extent of cultural and economic developmental differences may mitigate the required and 

desired knowledge and flexibility/openness level. Different combinations of the four factors 

may result in a higher or lower number of misunderstandings in the expatriate-local 

interactions. Table 6.1 shows the effects of the combinations of the macro and micro factors, 

i. e. of the factors beyond and within company controls. 

Table 6.1 Occurrences of misunderstandings - Combined effects of the macro and 

micro factors 

Differences Openness Level Knowledge level 

Low High low high 

small Moderately Close to zero Moderately Close to zero 
Cultural low low 
Differences big High Moderately High Moderately 

low low 
Economic small Moderately Close to zero Moderately Close to zero 
developmental low low 
Differences big High Moderately High Moderately 

low low 

The bigger the cultural and/or economic developmental level differences are, the more 

important it becomes that the expatriate (and the locals) be open-minded and knowledgeable 

about the other country and its culture. In order to reduce the number of potential 

misunderstandings, the levels of differences in cultures and economic development would 

have to be assessed and considered when selecting and training future expatriates. This waý 

each assignment would be matched with the 'right' - or at least with the best available - 
expatriate. 
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The 'Model of Sources of Misunderstandings in Expatriate-Local Interactions' identified four 

main factors that can lead to misunderstandings and conflict situations between expatriates 

and locals. The elaboration of ways the model may be used can be found in Chapter 7. 

As has been argued in the dissertation, the expatriates' success in the location will depend 

both on company policies and on how well the expatriates manage to interact with the local 

environment. The survey findings showed how different cultures affected expatriate policies 

in four countries. In the field research the effects of different cultures were examined in the 

expatriate-local interactions. 

The doctoral study emphasised that an integrative acculturation mode should be striven for. 

While there were signs of the integration mode, the majority of expatriates followed the 

separation mode. In Section 2.6.2 references were made to studies suggesting that individuals 

in a dominant culture could function comfortably, even if they did not learn about the 

minority cultures. Perhaps this argument could be an explanation why multinational 

companies' headquarters - representing the dominant culture - did not provide more 

training for their expatriates, and it could also explain why expatriates - being the dominant 

partner in the expatriate-local interactions - often chose the more convenient separation 

mode. 

While certain management methods and behaviours can be transferred across countries 

without any particular difficulties, others need to be adapted to the local circumstances. The 

study findings pointed out culturally unacceptable practices and behaviours. In order to 

encourage and support the quest for the integration acculturation mode, companies have to 

evaluate and match each assignment and each candidate based on the needs of the assignment 

and the individual characteristics of the potential expatriate. The doctoral research suggested 

that companies should consider and evaluate four factors that were identified as the main 

determinants of the occurrences of misunderstandings in expatriate-local interactions. These 

are: cultural differences, economic developmental differences, felxibility and openness 

towards other cultures and the knowledge of other cultures and languages. According to the 

results it may be concluded that multinationals did not assess these four factors in a 

systematic way. Two models, the 'Cultural Acceptability Model' and the 'Model of Sources 

of Misunderstandings in Expatriate-Local Interaction', were put forward as tools that could 

facilitate this process. 

213 



CHAPTER 7 

LIMITATIONS AND IMPLICATIONS FOR FUTURE RESEARCH 

The advantages ofperforming a two-stage study 

The doctoral study was phased into two projects: (1) the quantitative survey of 

multinationals' expatriate policies and practices and (2) the qualitative field research 

assessing the interaction between expatriates and locals. My main aim was to identify 

potential conflict situations between expatriates and locals; and to examine whether and 

how company policies and practices were assisting the expatriates and locals in recognising 

and potentially reducing the number of these conflict situations. Although the survey 

covered a number of additional areas, the main aim for the doctoral study was to assess the 

companies' selection and training practices. By perfon-ning the two studies I was hoping to 

identify the needs of the expatriates as well as to study the companies' perspective. The 

combined analysis of the survey and the field research in Chapter 6 showed that the 

multinationals' policies and practices did not show much consideration of the factors 

influencing the occurrences of conflict situations (i. e. of the factors identified in the 'Model 

of Sources of Misunderstandings in Expatriate-Local Interactions'). While cultural 

differences and the knowledge of each other's culture were at times taken into account, 

especially in the training phase, the economic developmental differences and the individual 

characteristics, such as flexibility and openness were typically not assessed. 

The two studies also gave me the opportunity to assess the potential convergence of 

expatriate practices from the company as well as the individuals' perpectives. The results 

were similar in the two phases. In the survey study no real convergence could be seen 

among the German, Japanese, UK and US companies, even though some shifts could be 

observed in the expatriate practices. The field study also showed very different 

management styles of the American, German and Japanese expatriates. 

Repeating the two-stage study with matching samples in about ten years' time would 

provide good data for examining (1) company selection and training practices and their 

consideration of factors that may create conflict situations in expatriate-local interactions; 

and (2) the possible convergence of expatriate management practices at both the company 

and the individual levels. 
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The Models 

Both models aimed to assist the analysis of potental conflict situations in expatriate-local 

interactions. The 'Cultural Acceptability Model' looked at potential conflict situations that 

could occur because of cultural differences, while the 'Model of Sources of 

Misunderstandings in Expatriate-Local Interactions' suggested additional factors (economic 

developmental differences, flexibility and openness to new cultures and knowledge of each 

other's culture and language) that might impact the number of conflict situations between 

an expatriate and a local. 

The 'Cultural Acceptability Model' was used in this study as a conceptual tool that 

structured and facilitated the process I could follow in order to (1) identify behaviour 

patterns in various situations, and (2) determine their cultural acceptability and their effects 

on the expatriate-local work interactions. 

The model may also be used for theory-testin . Based on previous research, hypotheses 

may be stated about (a) what actions/reactions an expatriate or local is most likely to have, 

and (b) whether these actions and reactions will be acceptable or unacceptable for a certain 

culture. The model could assist in formulating and structuring the hypotheses. 

Teaching material. The model may be used in case studies as a diagnostic tool, e. g. to 

identify what actions and why (i. e. through cultural unacceptability? ) lead to conflict 

situations. The next step would be to assess whether there was any feedback that was (a) 

expressed; (b) understood and (c) acted upon. Based on this analysis students could 

formulate their solutions. 

Practical implications. Just as described above, companies could also use this model as a 

diagnostic tool. For example, should problems arise between expatriates and locals, the 

model could facilitate the process of finding a solution by identifying the actions/reactions 

which may have lead to cultural unacceptability and thereby to conflict situations. 

The model may also be extended and used for the analysis of multinational teams. In this 

case national cultures may affect the process, the rules and the norms the team follows as 

well as the individuals' actions and reactions. As the number of cultures is likely to be 

bigger in a team than in an interaction between an expatriate and a local, the analysis 

becomes more complex. Certain behavioural patterns may be acceptable for one, two or 
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several team members, while the very same actions may be unacceptable for the rest of the 

team. Figure 7.1 shows the extended 'Cultural Acceptability Model' in the case of a four- 

member multinational team. 

Figure 7.1 Extended Cultural Acceptability Model 
Multicultural Teams 
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In order to make full use of the concept, the construct 'cultural acceptability' needs to be 

further developed. There are different levels of acceptability and unacceptability, the 

measurement of which has to be refined. 

The 'Model of Sources ofMisunderstandings in Expatriate-Local Interactions' may also be 

interpreted and used from various perspectives. 

On the conceptual level, the model suggests a framework for a systematic assessment of the 

sources of potential conflict situations in expatriate-local interactions. 
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Hypotheses-testin . 
The model could be used as a hypotheses -testing tool. The following 

are examples of hypotheses that may be formulated about the effects of the macro and 

micro factors"' based on the model: 

Proposition 1. The bigger the cultural differences are between the expatriates' and the 

locals' countries, the likelier it is that the number of occurrences of misunderstandings 

will be higher. 

Proposition 2. The bigger the economic developmental differences are between the 

expatriates' and the locals' countries, the likelier it is that the number of occurrences of 

misunderstandings will be higher. 

Proposition 3. The less flexible and open the expatriates and the locals are, the likelier 

it is that the number of occurrences of misunderstandings will be higher. 

Proposition 4. The less knowledge of each other's culture and language the expatriates 

and the locals have, the likelier it is that the number of occurrences of 

misunderstandings will be higher. 

Proposition 5. The level of cultural and economic developmental differences (macro 

factors) will have a mediating effect on the level of knowledge and flexibility (micro 

factors) that is necessary in order to reduce the number of misunderstandings. 

Proposition 6 The bigger the cultural differences are, the more knowledge of the 

other's culture and language is necessary in order to reduce the number of 

misunderstandings. 
Proposition 7. The bigger the cultural differences are, the more flexibility and openness 

to other cultures is necessary in order to reduce the number of misunderstandings. 

Proposition 8. The bigger the economic developmental differences are, the more 

knowledge of the other's culture and language is necessary in order to reduce the 

number of misunderstandings. 
Proposition 9. The bigger the economic developmental differences are, the more 

felxibility and openness to other cultures is necessary in order to reduce the number of 

misunderstandings. 

Teaching material. The model may also be used as teaching material. It may facilitate the 

analysis of case studies where managers and staff from different cultures work together. It 

can help (a) identify the factors which are causing conflict situations/misunderstandings 

and (b) formulate the appropriate solutions. 

30 Some of these propositions are also listed in Chapter 6. 
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Practical implications. Companies may use the model as a tool for making decisions 

regarding the selection and training of expatriate candidates. It is suggested that the 

assessment of cultural differences, economic developmental differences, and the knowledge 

of other cultures and languages should be reflected in the selection as well as in the training 

processes. For the flexibility and openness to new cultures, as also mentioned earlier, it is 

probably easier for the companies to select the appropriate person rather than trying to 

change the individual's perceptions and attitudes via training. 

Assessment of the four factors 

Companies may assess the four factors in various ways, the following are a few suggestions 

only. Cultural differences may be evaluated by applying Hofstede's (1984), 

Trompenaars'(Hampden-Tumer & Trompenaars, 1993) or other researchers' cultural 

dimensions. Economic developmental differences may be assessed by studying statistics 

and reports published by the World Bank or other international institutions. Flexibility and 

openness may be assessed by interviews and also by pshychological tests. The last factor, 

the level of knowledge of cultures and languages may also be evaluated during interviews 

or by cultural and language tests. Future studies may be able to determine the 'optimal 

assessment' of the four factors. 

Comments on both models 

Similarly to the 'Cultural Acceptability Model', the 'Model of Sources of 

Misunderstanding in Expatriate-Local Interactions' may also be extended and used for the 

analysis of multinational teams, or in any situation where different nationalities work 

together. This may occur at a negotiating table or simply in a 'multicultural office' in any 

country of the world. 

Both models may be used as 'pre-emptive' as well as 'problem-solving' tools. Pre-emptiv 

usage would be the identification of potential conflict cases that might occur because of 

cultural unacceptability, because of the lack of awareness of economical developmental 

differences or because of the lack of knowledge and openness and sensitivity towards other 

cultures. This identification of problems has to happen before the problems would arise, i. e. 

at the selection and training stages. The models could also be used in the process of 

problem-solving, i. e. after a concrete conflict case occurred. The models could assist in 

identifying the sources of the conflict. 
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Fxtended knowledge of national cultures 

Performing a field study involving both local, Russian companies and multinationals would 

enrich the data on the national behaviour and provide insight into the differences between 

interactions amongst locals and interactions between locals and expatriates. Repeating the 

field study in different (perhaps not very well studied) countries would mean an extension 

of our knowledge about the individual cultures as well as it would be a test of the 

robustness of the models developed by the doctoral study. 

Acculturation modes 

The acculturation modes expatriates and locals follow may have a strong effect on the 

occurrences of conflict situations in their interactions. Building on the qualitative findings 

of the doctoral research, further studies including quantitative measurements need to be 

performed in order to deepen our understanding of the locals' and expatriates' acculturation 

modes. 

Per rming research in a develo ing country fo p 

Studies performed in developing countries may not be generalisable for developed 

countries, and vice versa. The significant changes in society at large, and in the business 

infrastructure in particular, make it a rather difficult task to discuss the business behaviour 

of locals in any developing country. Findings are likely to differ according to the 

characteristics of the subjects (such as age and experience); the timing of the research; and 

the ownership structure of the enterprises (state-owned or private companies; and locally or 

foreign-owned firms) the research samples are drawn from. While it seems reasonable to 

state that the Russian business culture has been changing in the past years, it would be 

hasty to conclude any changes about the business culture all over Russia. It will take a 

considerable amount of time, perhaps even decades, until we can see how widespread and 

deep the changes are, and whether they filter through the whole Russian business system, 

and whether these changes bring about any significant changes in the Russian culture, in 

general. 

The findings of this study may very well be limited to the 'young Russian, joint-venture 

style' manager in Moscow. Due to the prevalfing differences between the 'old' managerial 
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attitudes and the new, Westem-style management practised only in the most developed 

cities of the country, expatriates would probably have had more potential conflict situations 

with those Russian employees (a) who live outside the most developed cities in Russia, and 
(b) who do not have prior experience in companies with foreign participation. 

Selection, training and the economic developmental differences 

Research (e. g. Lowe et al., 1999) shows that the level of development of a country is an 

important factor in the decision whether an expatriate would accept an assignment or not. 

Research (e. g. Harris & Brewster, 1999) also shows that companies often select their 

expatriates ad hoc rather than following a systematic approach. Because of the potential 

difficulties of finding expatriates going to developing countries, I would expect that the 

selection processes are even less systematic for these assignments than for postings into 

developed countries. It would be interesting if future research could provide some 

comparison of the selection and training processes of expatriates going to developing and to 

developed countries. 

Did certain behaviour patterns develop because of the national culture or because of the 

political and economic systems? 

Locke (1992) pointed out that different political and institutional configurations could 

affect various areas of management in a firm. In previous points I was referring to the 

extent of the changes in Russia. However, it is perhaps even more difficult - if not 

impossible at this point in time - to determine the reasons for these changes. In order to do 

so, we should be able to separate out the effects of the culture change, the economic 

development and the political and economic system changes. Further - longitudinal and 

cross-sectional - studies could shed more light on the reasons of the present and yet to be 

seen future changes. 

One way of seperating out the effects of the various factors may be the analysis of 

management literature on different Central and Eastern European countries. One might see 

that the issues foreign companies and their representatives, the expatriates, have had to face 

are often similar, even though the experiences occurred with different nationalities. For 

example, a number of articles (e. g. Deresky, 1994, Jankowicz & Petrift, 1993) make the 

ýcommunist era' responsible for certain reactions, such as employees not wanting to make 
decisions and making up excuses for not being able to do something. Does this prove that 

the past political and economic systems made these nationalities react similarly? If so, what 
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were those characteristics of the past system which could lead to these similarities among 

the people of Central and Eastern Europe? 

A detailed description of the centrally planned economy can be found in Chapter 2. At this 

point I just note that the 'communist era' represented a harsh system where nothing was 

easy to achieve. In order to perform their jobs, people had to follow strict regulations. At 

the same time, when people deemed the rules unreasonable, they found ways to go around 

them. It was a shortage-economy (Kornai, 1980) where resources for companies as well as 

products and services for every-day life were difficult to get. This facilitated corruption. 

Individuals having the products or the power to distribute these products could decide to 

whom to sell. The choice usually fell on friends and/or people who paid a premium for the 

products. Everybody had to look out for her/himself At he same time, however, families 

and friends also had to help one another in order to 'survive the system'. People in all 

Central and Eastern European countries had to live under these kinds of circumstances, 

albeit to varying extent. 

The above comments regarding similarities referred to the economic - and indirectly to the 

political - systems. However, if we look at other factors that influence cultures, countries in 

Central and Eastern Europe do differ. For example, the history of the countries has been 

different, some of the languages are from different language families, some countries are 

big, such as Russia and Poland, while others are small, such as Hungary and Slovakia. 

Comparative analyses of studies from all Central and Eastern European countries, 

furthermore future studies are necessary in order to deepen our understanding of the Central 

and Eastern European cultures as well as of the changes that have been occurring since the 

opening up of these countries. Based on these studies hypotheses could be formulated and 

tested about the effects of culture, economic development and changes in the economic and 

political systems. 

Further, more complex questions also arise: Was it by chance that Lenin was Russian and 

that the communist system was first established in Russia? Did the system fit the Russian 

and the other Central and Eastern European countries' cultures? Was it an accident that 

Poland and Hungary, for example, never fully embraced the communist ideas? Were the 

national characteristics simply not suitable for it? Further analysis of history and culture 

may give us some answers in the future. 
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'Generationalldevelopmental issue'or the 'age question' 

The growing competition and the increasing pressure for cost cutting in companies have 

resulted in massive layoffs in the last few years in many parts of the world. One of the 

groups which has been most affected by these changes is the group of older employees. 
Today's speedy and changing environment requires a flexible workforce, ready and able to 

do different tasks. This pursuit of adaptability largely excludes older employees from the 

preferred 'type' of employees. Research has found that greenfield site employers prefer 

recruiting young and inexperienced workforce (e. g. Leopold and Hallier, 1994). Research 

has also confirmed a negative attitude towards older employees. When compared to 60- 

year-old workers, younger, 30-year-old employees were perceived by supervisors more 

productive, efficient, motivated, tolerant of pressure, future-oriented, receptive to new 
ideas, less resistant to change, and possessing more potential for development (Rosen & 

Jerdee, 1976). An additional important factor for companies is that younger employees 

usually cost significantly less than their older counterparts. 

Thus the 'age issue' may be a worldwide phenomenom, and has been affecting older people 
in numerous companies in many different countries of the world. I suggest, however, that in 
developing countries that have not had a market economy functioning until recently, as it is 

the case in all countries in Central and Eastern Europe, this issue is even more pronounced. 
The generations that did not have the opportunity to follow business studies and to gather 

appropriate work experience are likely to have a disadvantage in a newly introduced, 

modern market economy. 

During working life people get used to the system of the country they live in. This system 

provides the norms for the individuals as well as for the groups as to how to work. The 

longer an individual works in the system, the more difficult it becomes for her/him to work 

efficiently in another system which requires new knowledge and perhaps also a different 

work attitude. During the field research several interviewees made comments about 

companies recruiting inexperienced staff in order to ensure that these employees had not 
had experience under the old style of management (also observed by Cyr & Schneider, 

1996). 

Future research could look into the extent of the 'age question' in developing countries and 

it could also provide a comparison between the developed and the developing worlds. 
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Generalisabilty for developing countries - theory-building under developing market 

conditions 

It would be interesting to examine whether some of the findings of the Russian field 

research could be generalisable not only for the Central and Eastern European countries, but 

also for developing countries, in general. In the following I go through some of the main 
findings of the Russian study, and make suggestions as to which findings may apply to all 
developing countries. It is hoped that these observations and remarks could assist future 

theory-building under developing market conditions. 

Communication 

Language. Speaking the local language is a potentially important issue for expatriate 

assignments all around the world, and issues related to speaking a second language are 

relevant in any foreign assignment, regardless whether it is a developed or a developing 

country. In developing countries, however, an additional difficulty may arise due to the lack 

of market economy-specific terminology in the local language, The extent of this issue may 

vary depending on the openness of the country towards the outside world as well as on the 

developmental level of capital markets and market conditions in general. 

Addressing each other. I suggest that this is a country-specific issue. However, there may be 

one similarity among developing countries: Perhaps partially due to power relations, the 

locals are more likely to adapt to the expatriates' ways. Interestingly, in the course of the 

field interviews Russians never mentioned the difficulties they may have had with the 

pronunciation of foreign names, while expatriates of different nationality often justified 

their way of addressing the locals with this. 

In the case of two developed countries (e. g. an American expatriate in Germany), where the 

expatriate's and the host country's ways of addressing are very dIfferent, both expatriates 

and locals may have some difficulties until they settle for the form of addressing which is 

satisfactory to both parties. 

Communication on the phone, written communication and presentations. Communication 

patterns in Russia, such as including a lot of context, using many words, explaining things 

in a colourful way, are culture- and mainly language-specfic. Therefore the Issues In other 
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countries would vary based on the language in question. Certain issues, however, that are 

related to the lack of training rather than being country-specific, probably do occur in other 

developing countries, as well. These may include: telephone usage - the need for training in 

order to introduce professional greetings/introductions and a service-oriented approach, the 

need to practise taking and leaving messages both via voice-mail and e-mail; written 

communication - the need for training on composing and structuring memos and 

presentations, etc. 

Manageme 

Leadership style. The leadership style is usually country-specific. However, Hofstede 

(1984), for example, suggests that there is a correlation between the developmental stage of 

a country and its power distance dimension score, whereby economic development is likely 

to reduce the power distance score. At the beginning of the 21't century one might suggest 

that an expatriate from a developed country may automatically have an ascribed leadership 

role in developing countries. 

Allotivation. Motivational factors and their relative importance vary by country. I would like 

to comment on two motivational factors in regard to economic development. (1) Gaining 

experience and knowledge. Local employees in developing countries often seek and 

appreciate the opportunity of being able to learn from expatriates. (2) Financial rewards. I 

would suggest that the motivational reasons for financial rewards may be somewhat 

different in developed and developing countries. In developing countries employees may 

seek financial rewards more out of necessity, and the money - or at least a big portion of it - 
is often spent on basic goods for the smaller and the extended families. 

PraiselGiving positive ftedback. Receiving positive feedback is something what probably 

everybody desires, though some cultures' members more than others. The manifestation of 

this feedback varies quite significantly among cultures, but it probably does not vary based 

on the level of economic development of a country. 

Making a mistake. The locals' reaction is a culture-specific behaviour, and I suggest that the 

reaction to mistakes is not affected by the economic developmental level of the location. 
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The above paragraphs provide some initial thoughts for possible future research and 

analysis of communication and managerial issues arising in developing countries. Further 

studies are called for in order to prove or disprove the above propositions. 
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Sussex Place 
Regent's Park 

<(FirstName>> ((LastName>ý 
London NWI 4SA 
United Kingdom 

((JobTitle)> 
(<Com any)> 

Týlephone +44 
p (0)171 262 5050 

((Addressb) Facsimile +44 

((City)> (0)171 724 7875 

(<Address3o (<Address4o A Graduate School 
of the University 
ofl-ondon 

RE: INTERNATIONAL COMPARATIVE STUDY ON EXPATRIATION 
PRACTICES IN MULTINATIONAL COMPANIES 

Dear ((MR)) ((surname)), 

As part of my doctoral research at London Business School, I am conducting an international 
survey of German, Japanese, UK and US multinationals. The purpose of the survey is to describe 
current expatriate management practices of leading international companies and to identify best 
practices. In order to gain an as comprehensive picture as possible, I would very much appreciate 
it if you could spend half an hour to complete the attached questionnaire. 

The survey will address the following issues: 
expatriate profiles, 
selection methods and criteria (inc. dual career couple issues), 
training and support prior to and on the assignment, 
repatriation. 

You will notice that the questionnaire is quite specific as to expatriate policies, geography, 
numbers, etc. It is therefore important that it be completed by the person in your firm who is most 
familiar with these issues. If I have wrongly identified you in this way, would you please be so 
kind as to forward the survey to the appropriate individual. 

The report. Upon completion of the report, which is expected by the end of July 1997, each 
participating company will receive a report summarising the findings of the survey. I hope this 
report will prove to be a valuable source for further developing your expatriate practices. 

Could you please send back the completed questionnaire by June 10th, in the enclosed self- 
addressed envelope. (Address: Zsuzsanna Tungli, London Business School, S306, Sussex Place, 
Regent's Park, NW I 4SA, United Kingdom. ) 

All information will be treated strictly confidentially, and results will be reported in aggregate 
only. 

Thank you very much for your time and effort. Should you have any questions regarding the 
study,, please do not hesitate to contact me at the above address or by E-mail: ztungli@lbs. ac. uk. 

Yours sincerely, 

Zsuzsanna Tungli 

* THE QUIEEWS AWARD FOR 
EXPORT ACHIEVEMENT 110192 
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UNTERSUCHUNG ZUM THEMA "EY. PATRIATE MANAGEMENT" 

(<HERR)) <(SURNAME)) 
<(TITLE)) 
oCOMPANY)) 
<(ADDRESS)) D-<(POBOX)) 
<(CITY)) Germany 

London, 19. Juli, 1997 

((SEHR)) ((HERR)) ((SURNAME)), 

Der beigefügte Fragebogen ist Bestandteil einer Untersuchung zum Thema 'Management von im 
Ausland tätigen Mitarbeitern/innen in amerikanischen, deutschen, englischen und japanischen 
multinationalen Unternehmen'. Ich bin mir bewußt, daß Sie sicher viele Anfragen dieser Art 
bekommen, doch möchte ich Sie darauf hinweisen, daß diese Studie in ihrer internationalen 
Ausrichtung einzigartig ist. Ich wäre daher sehr dankbar, wenn Sie eine halbe Stunde Zeit finden 
könnten, diesen Fragebogen auszufüllen. 

Forschungsschwerpunkte: 

" Generelle Infonnation über im Ausland tätige Mitarbeiter/innen 
" Methoden und Kriterien zu deren Auswahl (inbegriffen Probleme mit "Dual Career Couples") 
0 Weiterbildungsmaßnahmen 
0 Beratung und Unterstützung während des Auslandseinsatzes 
0 Repatriierung/Wiedereingliederung 

Erwartete Ergebnisse: 

" Eine Zusammenfassung und Übersicht moderner Methoden und Techniken der Personalführung in 
multinationalen Unternehmen in den individuellen Ländern. 

" Vergleich zwischen den Methoden und Techniken verschiedener Länder. 
9 HinweisezurmöglichenImplementierungderneuenErkenntnisse. 

Als Gegenwert und Dank für Ihre Teilnahme an der Studie erhalten Sie Anfang Dezember 1997 
einen vollständigen Bericht. 

Ich möchte ausdrücklich darauf hinweisen, daß alle Information streng vertraulich behandelt und die 
Ergebnisse nur in aggregierter Form veröffentlicht werden. 

Einige der Fragen sind von allgemeiner Natur, andere erfordern spezifische Kenntnisse. Daher ist es 
von großer Bedeutung, daß der Fragebogen von der best qualifizierten Person ausgefüllt wird. Sollten 
Sie nicht die richtige Ansprechperson sein, möchte ich Sie daher bitten, diesen Fragebogen an die 
entsprechende Person weiterzuleiten. 

Ich wäre Ihnen sehr dankbar, wenn Sie den ausgefüllten Fragebogen so schnell wie möglich, aber 
spätestens bis 25. August unter Verwendung des beigefügten Umschlages zurücksenden würden. Für 
eventuelle Fragen stehe ich Ihnen gerne unter folgender Adresse zur Verfügung: Zsuzsanna Tungli, 
PhD Programme, London Business School, Sussex Place, Regent's Park, NWI 4SA, United 
Kingdom, E-mail: ztungli@lbs. ac. uk. 

Mit einem herzlichen Dank für Ihre Zeit verbleibe ich mit freundlichen Grüßen 

Zsuzsanna Tungli 
Ph. D. Programm 
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SURVEY ON EXPATRIATE PRACTICES OF GERMAN, 

JAPANESE, UK AND US MULTINATIONALS 

The aim of this questionnaire is to learn about your company's expatriate practices. 
Please answer all questions even if your company does not have formally written 
expatriate policies. Please circle the appropriate answer or add your response as 
applicable when completing the questionnaire. To ensure consistency, please use the 
following definition: 

Expatriate - any employee who is sent by her/his company for an assignment outside 
her/his home country for at least one year. (This includes 1) employees sent abroad 
from the UK, 2) foreign employees brought to the UK and 3) 'third country 
expatriates', i. e. employees who are sent abroad from a country other than the UK, e. g. 
a German employee sent to France. ) 

Sussex Place 
Regent's Park 
London NW I 4SA 
United Kingdom 

Telephone +44 
(0)171 262 5050 
Facsimile +44 
(0)171 724 7875 

A Graduate School 
of the University 
of London 

Name of the company: ............................................................................ 
Name of the person completing the questionnaire: ............................................................ 
Position of the person completing the questionnaire: ........................................................................... 

L EXPA TRL4 TION PROFILE 

1.1. WHY USE EXPATRIATES? 

Q1. Please circle number. 'In my company the expatriate assignments are managed: 

Based on worldwide guidelines. ' 
Based on regional guidelines. ' 2 
On a case by case basis. ' 3 
Other, please specify ..................................................................................... 

4 

Q2. If you have guidelines, what areas do they provide directions for? 

Selection I Compensation 3 Other, please specify 
Training 2 Repatriation 4 ................................. 

5 

Q3. How important does your company consider it for future senior managers 

3.1. to have expatriate experience (lasts over a year)? 

Very Unimportant Somewhat Somewhat Important Very 
unimportant unimportant important important 

1 23 4 56 

3.2. to have international experience (short term assignments abroad which last less than one year)? 

Very Unimportant Somewhat Somewhat Important Very 

unimportant unimportant important important 
123456 

. I.. 

ý23 
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Q4. Please state how important your company considers the following reasons for filling a managerial 
position with an expatriate. In the right hand column please rank the top three reasons. 

Very Unimportant Somewhat Somewhat Important Very TOP 
unimportant unimportant important important three 

To set up a new operation 1 2 3 4 5 6 
reasons 

To control the operation 1 2 3 4 5 6 
To coordinate with headquarters 1 2 .3 4 5 6 
To fill a skill gap 1 2 3 4 5 6 
To provide career development opportunities 1 2 3 4 5 6 
To develop international management skills 1 2 3 4 5 6 
To ]carn about local business practices 1 2 3 4 

.5 
6 

To establish and maintain corporate culture 1 2 3 4 5 6 
To train and orient local staff 1 2 3 4 5 6 
To find jobs for surplus managers 1 2 3 4 5 6 
To maintain the image of the operation as 
"foreign" 1 2 3 4 5 6. 
To ensure the same company standards 
worldwide 1 2 3 4 5 6 
Other, please specify ...................................... 1 2 3 4 5 6 

1.2. EXPATRIATE PROFILE 

Q5. Approximately how many expatriates do you have in your company? 

Q6. Please give the breakdown of expatriatei by the following regions and your best estimate regarding 
the changes in the, number of expatriates in the next three years. 

Number 

Western Europe (excluding UK) 
Central & Eastern Europe 
(excluding Russia) 
Russia 
North America 
Central & South America 
Asia (excluding China) 
China 
Arabic countries in North Africa 
& Middle East 
Rest of Africa 
Australia & New Zealand 
In the UK headquarters 

Major Minor No change Minor Major 
decrease decrease increase increase 

12 3 4 5 

12 3 4 5 
12 3 4 5 
12 3 4 5 
12 3 4 5 
12 3 4 5 
12 3 4 5 

12 3 4 5 
12 3 4 5 
12 3 4 5 
12 3 4 5 

Q7. Please answer the following questions both for the current situation and based on your expectations 
in three years time. 

7.1. Approximately what % of your expatriates are sent for an assignment 

% At present Expected % in three years 
Abr6ad from your UK headquarters ............ % ............ % 
Abroad from countries other than your headquarters ............ % ............ % 
From other countries to your UK headquariers ............ % ............ % 

100% 100% 
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7.2. Approximatcly what % of your expatriatcs are 

Junior managers? 
Middle managers? 
Senior managers? 
Specialists? 
Other, please specify ...................................... 

Q8. Approximately what % of expatriates are female? 

% At present Expected % in three years 
............ % 

............ % 

............ 
% 

............ % 

............ % 
............ % 

............ % ............ % 

............ 
% ......... 14% 

100% 100% 

Q9. If applicable, why do you think there are fewer female than male expatriates? 

.............. 

Strongly Disagree Somewhat Somewhat Agree Strongly 
disagree disagree agree agree 

Women are less willing to become expatriates 
In some countries women are not accepted as 
managers 
Selection procedures are biased against women 
Dual career problems (husband wants to keep his job) 
Family constraints (children, caring for parents) 
Other, please specify .......................................... . ..... 

1 2 3 4 5 6 

1 2 3 4 5 6 
1 2 3 4 5 6 
1 2 3 4 5 6 
1 2 3 4 5 6 
1 2 3 4 5 6 

Q 10. Approximately what % of your expatriates are single? ....... % 

QII- Of the expatriates who have partners, what % of expatriates are accompanied by partners? 
% 

1.3. THE EXPATRIATE ASSIGNMENT 

Q12. In the course of their career in your company, approximately what % of your expatriates will 
have 

One expatriate assignment ...... % Three expatriate assignments % 
Two expatriate assignments ...... % Four or more expatriate assignments ...... % 

Q 13. Approximately what % of the international assignments last ... 

Less than one year? ..... % 1-2 years? ..... % 3-5 years? ..... % More than 5 years? ...... % 

Il. PRE-ASSIGNMENT 

11.1. SELECTION 

Q 14. How do you identify future expatriates? 
Never Rarely Sometimes Fairly Very Always 

often often 

We look for the right person case by case 1 23 45 6 
We advertise new positions in the headquarters 1 23 45 6 
We advertise new positions worldwide 1 23 45 6 
Through our worldwide database of potential expatriates 1 23 45 6 
We look for candidates outside of the company 1 23 45 6 
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15. Based on what data gathering (selection) methods do you select your expatriates? 

Never Rarely Sometimes Fairly Very Always 
often often 

Self-nomination 
References 
Structured interviews 
Cognitive tests (e. g. intelligence) 
Psychological tests (e. g. personality) 
Behavioural assessment (e. g. role play) 
Cultural awareness assessment 
Other, please specify ............................. 
................................................. 

12 3 4 5 6 
12 3 4 5 6 
12 -3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 

12 3 4 5 6 

Q16. Please indicate how often your company considers the following criteria when selecting 
expatriates. In the right hand column please rank the three most important criteria. 

Never Rarely Sometimes Fairly Very Always Top 
ofien ofien three 

criteria 
Age 1 2 3 4 5 6 
Educational qualifications 1 2 3 4 5 6 
Experience in the company 1 2 3 4 5 6 
Expatriate's willingness to go 1 2 3 4 5 6 
Family's willingness to go 1 2 3 4 5 6 
Gender 1 2 3 4 5 6 
Knowledge of new locality 1 2 3 4 5 6 
Language proficiency 1 2 3 4 5 6 
Loyalty to the company 1 2 3 4 5 6 
Leadership skills 1 2 3 4 5 6 
The ability to work in teams 1 2 3 4 5 6 
Personality factors (e. g. open- 
mindedness, flexibility, resilience) 1 2 3 4 5 6 
Previous international experience 1 2 3 4 5 6 
Previous perfon-nance appraisals* 1 2 3 4 5 6 
Technical/professional skills 1 2 3 4 5 6 
Other, please specify ............................ 1 2 3 4 5 6 

Q 17. Do you perform any kind of evaluation of the suitability of the expatriatespartners for the 
assignments? 

Never Rarely Sometimes Fairly Very Always 
often often 

The company leaves it up to the expatriate 1 2 3 4 5 6 
The co: evaluates the partner's suitability through 

Structured interviews 1 2 3 4 5 6 
Psychological tests 1 2 3 4 5 6 
Informal conversation 1 2 3 4 5 6 
Other, please specify ............................. 

1 2 3 4 5 6 

QI8.: Does your company have a preference for an expatriate candidate 

With partner? I Without partner? 2 No preference? 3 

Please explain . ...................................................................................................... 
........................................................................................................................ 
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Q19. Please indicate your agreement with the following statement. 

'I expect an increasing difficulty in the selection of expatriates due to the potential increase in the 
number of dual career couples. ' 

Strongly disagree Disagree Somewhat disagree Somewhat agree Agree Strongly agree 
123456 

Q20. As a result of the increase in the number of dual career couples, do you plan or. expect an 
increase 

In short term (lasting less thain a year) assignments? Yes I No 2 
In commuter assignments? (expat regularly commutes between location and home) Yes I No 2 
In unaccompanied assignments (which split the couples)? Yes I No 2 
Other, please specify Yes I No 2 

Q2 1. In general, is it easy to find candidates for expatriate assignments? 

Very difficult Difficult Somewhat difficult Somewhat easy Easy Very easy 
123456 

Q22. Please name three countries for which it is the most difficult to find people for expatriate 
assignments? 

I.................................... . ....................................... . ........................................... 

Q23. For which functional areas is it the most difficuli to find expatriates? (Circle one or several 
answers. ) 

General management I Marketing 4 Human resources 7 
Project management 2 Production 5 Other, please 8 
Information technology 3 Finance and accounting 6 

11.2. PREPARATIONfrRAINING 

Q24. What training do expatriates and their partners receive prior to the assignments? 

General cross-cultural sensitivity training 
Country specific cross-cultural training 
Language training 
Other, please specify 

Expatriate 
Never Rarely Sometimes Fairly Very Always 

often often 
1234 56 
1234 56 
1234 56 
1234 56 

Partner 

General cross-cultural sensitivity training 
Country specific cross-cultural training 
Language training 
Other, please specify 

Never Rarely Sometimes Fairly Very. 41ways 
often often 

123456 
123456 
123456 
123456 
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If you do not l2rovide cross-cultural training. please go to guestion 27. 

Q25. For what % of cross-cultural training do you use 

In-house sources (company trainers)? ......... % Outside consultants? % 

Q26. How long does the cross-cultural training usually last? 

Several hours I Three to five days 3 
One or two days 2 More than five days 4 

Please comment on any regional variations . ........................................................................................ 
.................................................................................................................................................................... 

Q27. Do you expect the expatriate to learn the language of the country of the assignment? 

S/he should be able to work in the language within a short period after arrival I 
S/he should be able to have basic conversations within a short period after arrival 2 
It is up to the expatriate to decide 3 

Please comment on any regional variations . ......................................................................................... 
.................................................................................................................................................................. 
......................................................................................................................... 

Q28. If you do not provide any extra training for the future expatriate, please state the reasons. 

Extra training is not necessary I Lack of time 3 Other, please specify 
It is too expensive 2 Previous training proved inefficient 4 ............................ 5 

Q29. Is there an individual or a department in your company who/which has a special focus on 
managing cross-cultural issues? Yes I No 2 

What is the position/title of this person? Please specify . ..................................................................... What is the name of the department? Please specify. ..................................................................... What is the name of the person? (Optional) ........................................................ 

Q30. What other preparation assistance does your conApany provide for the expatriates and their 
families? 

Never Barely Sometimes Fairly Very Always 
ofien often 

Prior contact with the job incumbent 12 3 4 5 6 
Prior contact with other expatriates 12 3 4 5 6 
Orientation visit to location for expatriate 12 3 4 5 6 
Orientation visit for partner 12 3 4 5 6 
Relocation assistance (selling house, etc. ) 12 3 4 5 6 
Educational advice for children 12 3 4 5 6 
Partnerjob search assistance 12 3 4 5 6 
Other, please specify ................................ 12 3 4 5 6 

Q3 1,: Approximately what % of expatriates have the following period of notice before their 
assignments? 

Less than a month ............ % Four to six months ............ 
% 

One to three months ............. % More than six months ............. 
% 
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III. ASSIGNMENT 

111.1. SUPPORT 

Q32. What support do you provide for the expatriates and their fami. lies while on the assignment? 

Relocation assistance (e. g. finding accommodation) 
Advisor in the local operation 
Mentor (a person who is 'looking after' the expat's 
career) in the home country 
Regular career planning discussions 
Updating the expatriate about company news 
Home visits for the expatriate 
Home visits for the family 
Partnerjob search assistance 
Other, please specify ............................................. 
111.2. APPRAISAL 

Q33. How do you evaluate expatriates? 

Never Rarely Sometimes Fairly Very AlwcW 
often often 

12 3 4 5 6 
12 3 4 5 6 

12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 

Based on a company wide, standard appraisal system (same as for non-expatriates) I 
Based on a system developed for expatriates 2 
Informal appraisal 3 
Other, please specify .............................................................................................. 

4 

Q34. How often do you appraise the expatriates? 

No regular appraisal I Twice a year 3 
Once a year 2 Other, please specify .................................... 4 

Q35. Who evaluates the expatriate when s/he: 

35.1. holds the most senior position in the location of the assignment? 

Home (headquarters) manager I Other, please specify ...................................... 3 
Regional manager 2 

35.2. does not hold the most senior position in the location of the assignment? 

Home (headquarters) manager I Manager at the location of the assignment 3 
Regional manager 2 Other, please specify 4 

Q. 36. In the last three years, what % of expatriates have returned prematurely from the 

aWgnment? ..... % 
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Q37. Based on the last three years of experience, how often did the following reasons cause 
prem6ture return? 

Operational reasons (e. g. operation ceased, 
expatriate was needed in anotherjob) 
Poor performance in the job 
Employee could not adapt to local circumstances 
Employee's family could not adapt to local 
circumstances 
Other family-related problems 
Other, please specify .............................................. 

Never Rarely Sometimes Fairly Ve? yAlways 
often often 

12 3 4 5 6 
1 

.2 3 4 5 6 
12 3 4 5 6 

12 3 4 5 6 
12 3 ;4 5 6 
12 3 4 5 6 

Q38. In the last three years, from which countries did you have the biggest number of expatriates 
returning prematurely? Please name three countries, if applicable. 

I.................................. . ...................................... 3.......................................... 

Q39. How would you rate the overall performance of expatriates you have worked with or observed? 

Unsatisfactory Below average Average Above average Excellent 
2345 

Ill. 3. COMPENSATION 

Q40. Do you have a 

Worldwide, uniform expatriate compensation/pay policy? I 
A regional compensation/pay policy? 2 
Or do you decide about the package on a case by case basis? 3 
Other, please specify . .............................................................................................................. 4 

Q4 1. Do you plan changes to the compensation packages of expatriates in the next three years? 

We do not plan changes 
Use more regional based packages 2 
Use more local packages 3 
Other, please specify 
..................................................................................................................... 4 

Q42. Please give your best estimate as to how much one premature return typically costs your 
company. 

US$ .............. 
Please list the items which you have considered when calculating the above figure. 

................................................................................................................. 
....................................................................................................................... 

Please comment on any regional variations . ................................................................. 
........................................................................................................................................... 
........................................................................................................................................................... 
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Ill. 4. INTERACTION WITH LOCAL EMPLOYEES 

Q43. Please indicate how important you think it is that local employees identify themselves with your 
company not only as a local operation but also as part ofan international company. 

Very Unimportant Somewhat Somewhat Important Very important 
unimportant unimportant important 

12345 '6 

Q44. 'In the next three years I expect the following change in the number of local employees in those 
management positions which are currently filled with expatriates. ' 

Major decrease Minor decrease No change Minor increase Major increase 
12345 

IV POST-ASSIGNMENT 

IWI. REPATRIATION 

Q45. Upon completion of the assignment do you provide employees with 

A guaranteed job at home or in another location of your company? I 
No guaranteed job but assistance to find a job in the company? 2 
Neither guaranteed job nor assistance to find a job in the company? 3 
Other, please specify ........................................................................... 4 

Q46. Based on the last three years, please estimate the % of 'repatriates' on whose career prospects the 
foreign assignment had 

A positive impact 
........ % No impact ........ %A negative impact % 

Q47. In the last three years, what % of 'repatriates' has left your company within a year of returning 
from the assignment? 

Q48. Please comment on the frequency of the following difficulties regarding repatriation. 

Never Rarely Sometimes Fairly Very Always 
ofien often 

No job available where the repatriate could use the 
additional expertise gained during the assignment 123456 
New expertise is not appreciated by home operation 123456 
Repatriate has unrealistic expectations regarding 
job responsibility, etc. 123456 
Change of management in the home operation, 
no mentor left for the expatriate 123456 
Other, please specify .......................................... 123456 

Q49. How do you try to solve the above problems? Please, give examples . ..................................... 
............................................................................................................................................ 
.................................................................................................................................................................... 
............................................................................................................................... 
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V COMPANYPROFIL 

Q50. What is the nationality of your company headquarters? 

British I German 2 Japanese 3 US 4 Other, please specify ................................. 5 

Q5 1. Business sector of main activity of your company (Please circle one number only. ) 

Mining, infrastructure, construction I 
Consumer goods 
Non-durables (pharmaceuticals, washing liquids, 
food and beverage, etc. ) 2 
Durables (automobiles, computers, televisions, etc. ) 3 

Other manufacturing (machinery, chemical. products, etc. ) 4 

Q52. Annual sales turnover worldwide 

Wholesale and/or retail 5 
Finance and related services 6 
Other services (hotels, restaurants, 
health, transport, communication, etc. ) 7 
Other, please specify ........................... 8 

Under 1,000 million US$ 1 10,001-20,000 million US$ 4 
1,001-5,000 million US$ 2 20,001-50,000 million US$ 5 
5,001-10,000 million US$ 3 Over 50,000 million US$ 6 

Q53. Approximately what % of your annual turnover is non-domestic, i. e. comes from countries other 
than your headquarters' home country? ......... % 

Q54. Number of employees worldwide 

Under 5,000 1 
5, QO I- 10,000 2 

U0,00 1-20,000 3 30,001-50,000 
20,001-30,000 4 Over 50,000 

5 
6 

Q55. Please name the company or the companies which you consider to have the best expatriate 
management practices. 

Please make any additional comments which you may have about expatriate assignments. 

Thank you very much for completing the questionnaire. Could you please return it in the enclosed self- 
addressed envelope to Zsuzsanna Tungli, London Business School, S306, Sussex Place, Regent's Park, 
London, NW I 4SA, United Kingdom. 
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UNTERSUCHUNG ZUM THEMA "bLANAGEMENT VON IM AUSLAND 
TÄTIGEN MITARBEITERN/INNEN", DURCHGEFÜHRT IN 
AMERIKANISCHEN, BRITISCHEN, DEUTSCHEN UND JAPANISCHEN 
MULTINATIONALEN UNTERNEHMEN 

Das Ziel dieser Umfrage ist es, die Praktiken Ihres Unternehmens bezüglich der im 
Ausland tätigen Mitarbeiterlinnen kennenzulernen. Bitte beantworten Sie alle Fragen, 
auch wenn keine schriftlichen Leitlinien vorliegen. Beim Ausfüllen des Fragebogens 
werden Sie entweder gebeten, etwas anzukreuzen, oder eine Antwort zu formulieren. 
Um Beständigkeit zu gewährleisten, beachten Sie bitte die folgende Derinition: 

Im Ausland tätige Mitarbeitei/innen sind 

Mitarbeiter/innen, die fUr Ihr Unternehmen mindestens für ein Jahr im Ausland tätig sind, 
ausländische Mitarbeiter/innen, die in die Zentrale Ihres Unternehmens berufen werden, 
ausländische Mitarbeiter/innen, die in ein drittes Land geschickt werden, zum Beispiel, 
ein/e Italiener/in, der/die von einem deutschen Unternehmen nach Frankreich entsendet 
wird. 

Name des Unternehmens: 
........................................................................................................ Name der Person, die den Fragebogen ausfüllt: ..................................................................... Position der Person, die den Fragebogen ausfüllt: ....................................................................... 

1. PROFIL DES AUSLANDSEINSATZES 

1.1. GRONDE FOR AUSLANDSEINS)LTZE 

1. Bitte kreuzen Sie an, ob Ihr Unternehmen, 

Weltweite Richtlinien zum Management von im Ausland tätigen Mitarbeitern/innen hat 
Richtlinien für bestimmte geographische Reeginnen 
Jeden Einsatz von Mitarbeitern/innen im Ausland individuell regelt. 
Anderes, bitte näher erklären . ............................................................................ 
2. Sollten Sie Richtlinien zum Management im Ausland tätiger Mitarbeiter/innen haben, für 
welche Bereiche sind diese Richtlinien festgelegt? 

Auswahl 1 Kompensation 3 Anderes, bitte näher erklären . ............. Training 2 Wiedereingliedefung 4 ............................................................. 
3.1. Für wie wichtig halten Sie es, daß künftige Führungskräfte Ihres Unternehmens 
Auslandserfahrung von über einem Jahr haben? 

Völlig unwichtig Unwichtig Eher unwichtig Eher wichtig Wichtig Sehr wichtig 
123456 

3.2. Für wie wichtig halten Sie es, daß künftige Führungskräfte Ihres Unternehmens internationale 
Erfahrung haben (Auslandseinsätze, die weniger als 1 Jahr dauern)? 

Völlig unwichtig Unwichtig Eher unwichtig Eher wichtig Wichtig Sehr wichtig 
12456 

4. Es gibt verschiedene Gründe, um Managementpositionen mit nicht einheimischen 
Mitarbeitern/innen zu besetzen. Bitte geben Sie an, für wie wichtig Ihr Unternehmen die folgenden 
Gründe hält. In der rechten äußeren Spalte, bitte geben Sie die drei wichtigsten Gründe an. 
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Völlig Unwichtig Eher Eher Wichtig Sehr Drei 
unwichtig unwichtig wichtig Wichtig wichtigste 

Gründe 
Um eine neue Niederlassung zu 
etablieren 123 4 5 6 
Um die Kontrolle über die 
Niederlassung zu behalten 123 4 5 6 
Um mit der Zentrale gut koordinieren 
zu können 123 4 5 6 
Um ein Defizit an Fähigkeiten 
auszugleichen 123 4 5 6 
Um Kanieremöglichkeiten zu bieten 123 4 5 6 
Um internationale 
Managementfähigkeiten zu entwickeln 123 4 5 6 
Um Einblick in die Geschäftspraktiken 
vor Ort zu gewinnen 123 4 5 6 
Uni die Unternehmenskultur zu 
etablieren/erhalten 123 4 5 6 
Um die Mitarbeiterlinnen vor Ort 
auszubilden 123 4 5 6 
Um Positionen für redundante 
Führungskräfte zu finden 123 4 5 6 
Um das Image der Muttergesellschaft 
zu erhalten 123 4 5 6 
Um die selben Unternehmensstandards 
weltweit durchsetzen zu können 123 4 5 6 
Anderes, bitte näher erklären . ......... 
................................................... ....... 123 4 5 6(... ) 

1.2. PROFIL DER IM AUSLAND TÄTIGEN mITARBEITER/INNEN 

5. Wie viele im Ausland tätige Mitarbeiter/innen haben Sie zur Zeit in Ihrem Unternehmen 
weltweit? 

6. Bitte geben Sie die Zahl der im Ausland tätigen Mitarbeiter/innen in den folgenden 
geographischen Regionen an. Wie werden sich Ihrer Meinung nach die Zahlen in den nächsten drei 
Jahren verändern? 

Zahl Stark Leicht Gleich- Leicht Stark 
abnehmend abnehmend bleibend zunehmend zunehmend Westeuropa (ohne die deutsche Zentrale) ....... 1 2 3 45 

Zentral- & Osteuropa (ohne Rußland) ........ 1 2 3 45 
in Rußland allein ........ 1 2 3 45 
Nordamerika 

........ 1 2 3 45 
Zentral- & Südamerika 

........ 1 2 3 45 
Asien (ohne China) 

........ 1 2 3 45 
in China allein ........ 1 2 3 45 
Nordafrika & Mittlerer Osten 

........ 1 2 3 45 
Rest von Afrika 

........ 1 2 3 45 
Australien & Neuseeland 

........ 1 2 3 45 
In Ihrer deutschen Zentrale 

........ 1 2 3 45 

7. Für di« folgenden zwei Fragen geben Sie bitte Ihre Antwort, sowohl bezüglich der gegenwärtigen 
Lage als auch bezüglich Ihrer Erwartungen in drei Jahren. 
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7.1. Welcher Prozentsatz der im Ausland tätigen Mitarbeiterlinnen wird ... 

Gegenwärtiger % Erwarteter % in drei Jahren 

Aus Deutschland ins Ausland entsendet ................... % .................. % 
Aus einem anderen Land in ein Drittland entsendet ................... % .................. % 
Vom Ausland nach Deutschland berufen ................... % .................. % 

100% 1 009c 

7.2. Welcher Prozentsatz der im Ausland. tätigen Mitarbeiterfinnen besitzt 

Gegenwärtiger % Erwarteter % in drei Jahren 

Eine Juniormanagerposition 
.................. 

% 
Eine Position im mittleren Management 

.................. 
% 

Eine Seniormanagerposition 
.................. 

% 
Eine Spezialistenposition 

.................. % 
Anderes, bitte näher erklären . .......................... .................. 

% 

100% 

.................. 
% 

.................. % 

.................. % 

.................. % 

.................. % 

100% 

8. Welcher Prozentsatz der im Ausland tätigen Mitarbeiterlinnen ist weiblich? % 

9. Falls es zutrifft, woran liegt es, daß es weniger Frauen als Männer in Auglandspositionen gibt? 
Bitte geben Sie an, inwiefern Sie mät den folgenden Aussagen übereinstimmen. Ich stinune n-dt 
der Aussage... 

Oberhaupt Nicht Eher Eher Oberein Völlig 
nicht überein überein nicht überein überein 

überein 
Frauen sind weniger bereit, ins Ausland zu gehen 1 2 3 4 5 6 
In einigen Ländern werden Frauen als Manager nicht 
akzeptiert 1 2 3 4 5 6 
Auswahlverfahren sind gegen Frauen 
voreingenommen 1 2 3 4 5 6 
Konflikte mit der Karriere des Partners (des Mannes) 1 2 3 4 5 6 
Familienbedingte Einschränkungen (Kinder, Eltern) 1 2 3 4 5 6 
Anderes, bitte näher erklären . ..................................... 1 2 3 4 5 6 

10. Welcher Prozentsatz der im Ausland tätigen Mitarbeiter/innen ist alleinstehend? % 

11. Von den im Ausland tätigen Mitarbeitem/innen, die nicht alleinstehend sind, welcher 
Prozentsatz wird von Partnem/innen zum Auslandseinsatz begleitet? ........ % 

1.3. AUSLANDSEINSATZ 

12. Welcher Prozentsatz der im Ausland tätigen Mitarbeiterlinnen wird im Laufe ihrer Karriere in 
Ihrem Unternehmen zu ................... Auslandseinsatz(einsätzen) entsendet? 

Einem ...... % Zwei ...... % Drei ...... % Vier oder mehr ...... % 

13. Welcher Prozentsatz der Auslandseinsätze dauert ... 

Weniger als 1 Jahr ...... % 1-2 Jahre ...... % 3-5 Jahre ...... % Mehr als 5 Jahre % 
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II. VOR DEM AULANDSEINSATZ 

11.1. AUSWAHL 

14. Wie werden Kandidaten/innen für Auslandseinsätze idenfitiziert? 

Die richtige Person wird jedes Mal individuell gesucht 
Die Position wird in der Zentrale ausgeschrieben 
Die Position wird weltweit ausgeschrieben 
Durch unsere weltweite Datenbank für potentielle 
Kandidaten/innen 
Kandidatenlinnen werden außerhalb des Unternehmens 
gesucht 

Nie Selten Eher Eher Sehr oft Immer 

15. Was sind Ihre Methoden für die Auswahl der im Ausland tätigen Mitarbeiter/innen? 

selten oft 
Selbstnominierung 1 2 3 4 5 6 
Referenzen 1 2 3 4 5 6 
Strukturierte Interviews 1 2 3 4 5 6 
Kognitive Tests (z. B. Intelligenztest) 1 2 3 4 5 6 
Psychologische Tests (z. B. Persönlichkeitstest) 1 2 3 4 5 6 
Bewertung des Sozialverhaltens (z. B. Rollenspiel) 1 2 3 4 5 6 
Bewertung des Bewußtseins der Sensibilität 
anderen Kulturen gegenüber 1 2 3 4 5 6 
Anderes, bitte näher erklären . ................................ 1 2 3 4 5 6 

16. Wie wichtig sind die folgenden Kriterien während des Auswahlprozesses in Ihrem 
Unternehmen? In der rechten äußeren Spalte, bitte geben Sie die drei wichtigsten Kriterien an. 

vällig 
unwichtig 

Alter 
Ausbildung 
Erfahrung innerhalb des Unternehmens 
Bereitschaft des/der Kandidaten/in, 
ins Ausland zu gehen 
Bereitschaft der Familie, ins Ausland zu gehen 
Geschlecht 
Kenntnisse des Zielortes 
Sprachkenntnisse 
Loyalität gegenüber dem Unternehmen 
Führungsqualitäten 
Die Fähigkeit, in Teams zu arbeiten 
Charaktereigenschaften der Person (z. B. 
Aufgeschlossenheit, Flexibilität, 
Durchsetzungsvermögen) 
Vorherige internationale Erfahrung 
Vorherige Leistungsbeurteilungen 
Technisches Wissen 
Anderes, bitte näher erklären . .......................... 

1 
1 
I 

Nie Selten Eher Eher Sehr Intnier 
selten oft oft 

3 4 5 6 
3 

.4 
5 6 

3 4 5 6 

3 4 5 6 

3 4 5 6 

Unwichtig Eher Eher Wichtig Sehr Drei 
unwichtig wichtig wichtig wichtigste 

Kriterien 
23456 
23456 
23456 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 

1 2 3 4 5 6 (.... ) 
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17. Wird in Ihrem Unternehmen bewertet, ob die Partner/innen der Kandidaten/innen für einen 
Auslandsaufenthalt geeignet sind? 

Es wird den Kandidaten/innen überlassen 
Die Partner/innen werden bewertet durch: 
Strukturierte Interviews 
Psychologische Tests 
Informelle Gespräche 
Anderes, bitte näher erklären . ......................... 

Nie Seiten Eher Eher Sehr Immer 
selten oft Oft 

123456 

I2 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 

18. Bevorzugt Ihr Unternehmen Kandidaten/innen für Auslandseinsatz 

Mit Partnem/innen 1 Ohne Partnerlinnen 2 Oder haben Sie keine Priorität 3 

Bitte erklären Sie, warum . ...................................................................................... 
............................... t ....................................................................................... 

19. Bitte geben Sie Ihre Übereinstimmung mit der folgenden Aussage an: 

"Ich erwarte, daß der Zuwachs in der Zahl von Toppelkarrieren' (beide Partner arbeiten) den 
Auswahlprozess erschweren wird. " Sie stimmen mit der Aussage 

Überhaupt Nicht Eher Eher Überein Vällig 
nicht überein überein nicht überein überein überein 

12356 

20. Wegen des Zuwachs in der Zahl von Doppelkanieren, planen oder erwarten Sie einen 
Zuwachs in der Zahl von 

Kürzeren Auslandseinsätzen Ja 1 Nein 2 
Auslandseinsätzen, bei denen die Mitarbeiterlinnen zwischen 
Heimatland und Ausland pendeln Ja 1 Nein 2 
Auslandseinsätzen ohne die Begleitung der Familie Ja 1 Nein 2 
Anderes, bitte näher erklären . ............................................. Ja 1 Nein 2 

2 1. Ist es generell einfach, Kandidaten/innen für Auslandseinsätze zu finden? 

Sehr schwer Schwer Eher Eher Einfach Sehr 
schwer einfach einfach 

12356 

22. Für welche Länder ist es am schwierigsten, Kandidaten/innen für Auslandseinsätze zu finden? 
Bitte nennen Sie drei Länder. 

I......................................... . ........................................... . ................................................ 

23. Für weiche Positionen ist es am schwierigsten, Kandidatenlinnen für Auslandseinsätze zu 
finden? 

Geschäftsführung 1 Marketing 4 Personalma'nagement 7 
Projýktmanagement 2 Produktion 5 Anderes, bitte näher erklären .... 
Informationstechnik 3 Finanzen und Buchhaltung 6 ................................................ 

8 
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11.2. VORBERErrUNGtrRAINING 

24. Welches Training erhalten die ausgewählten Kandidatenlinnen und ihre Partner/innen vor dem 
Auslandseinsatz? 

Allgemeines Kultur-Sensitivitätstraining 
Kultur-Sensitivitätstraining für das Einsatzland 
Sprachtraining 
. Anderes, bitte näher erklären . ......................... 

Allgemeines Kultur-Sensitivitätsiraining 
Kultur-Sensitivitätstraining für das Einsatzland 
Sprachtraining 
Anderes, bitte näher erklären . ......................... 

Gewählte Kandidatenlinnen 
Nie Selten Eher selten Eher oft Sehr oft Immer 
1 2 34 5 6 
1 2 34 5 6 
1 2 34 5 6 
1 2 34 5 6 

Partnerlinnen 
Nie Selten Eher selten Eher oft Sehr oft Immer 
1 2 34 5 6 
1 2 34 5 6 
1 2 34 5 6 
1 2 34 5 6 

Sollten Sie für die Kandidatenlinnen kein interkulturelles Training anbieten. gehen Sie bitte zur 
Frage 27. 

25. Welýher Prozentsatz des interkulturellen Trainings wird 
Intern organisiert? ........ % Von extemen Beratemlinnen organisiert? 

26. Wie lange dauert ein interkulturelles Trainingprogramm im Durchschnitt? 

Einige Stunden 1 Drei bis fünf Tage 3 
Ein oder zwei Tage 2 Länger als fünf Tage 4 

Bestehen Unterschiede in der Länge der Programme in Abhängigkeit vom Zielland? Wenn ja, bitte 
erklären Sie, warum . ............................................................................................... 

............................................................................................................................................................. 

27. Welche Anforderungen hat Ihr Unternehmen bezüglich der Sprachkenntnisse der 
Kandidaten/innen? Sollten sie die Sprache des Landes des Auslandseinsatzes kennen? 

Die Mitarbeiterlinnen sollten in der Sprache spätestens innerhalb kurzer Zeit nach der 
Ankunft arbeiten können 1 
Die Mitarbeiter/innen sollten einfache Konversationen innerhalb kurzer Zeit nach der 
Ankunft halten können 2 
Es ist den irn Ausland tätigen Mitarbeiternlinnen überlassen 3 

Bestehen Unterschiede in Abhängigkeit vom Zielland? Wenn ja, bitte erklären Sie, warum . .......... 

28. Sollten Sie kein zusätzliches Training für in Zukunft im Ausland tätige Mitarbeiter/innen 
anbieten, bitte geben Sie die Gründe dafür an. 

Extra Training ist nicht nötig 1 Vorheriges Training zeigte kein Resultat 4 
Es ist zu teuer 2 Anderes, bitte näher erklären . ........................ 
ZeitmaXigel 3 ........................................................ 

5 

29. Gibt es eine Person oder eine Abteilung in Ihrem Unternehmen, die ausschließlich für 
interkulturelle Aspekte der Geschäftstätigkeit zuständig ist? - Ja 1 Nein 2 

Welche Position hat diese Person? ...................................................................... Welcher Abteilung ist dieser Bereich zugeordnet? ....................................................................... 
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30. Welche anderen Unterstützungsmaßnahmen sind Teil der Vorbereitung, die Ihr Unternehmen 
den ins Ausland ziehenden Mitarbeitern/innen und ihren Familien anbietet? 

Kontakt mit dem/der Vorgänger/in 
Kontakt mit anderen im Ausland 
tätigen Mitarbeitern/innen 
Orientierungsbesuch für die ins Ausland ziehenden 
Mitarbeiter/innen im neuen Land 
Orientierungsbesuch für Partnerlinnen 
Hilfý bei dem Umzug (Verkauf des Hauses, etc. ) 
Beratung in Fragen der Kinderausbildung 
Hilfe bei der Jobsuche der Paftnerfinnen 
Anderes, bitte näher erklären . .................................. 

Nie Selten Eher Eher Sehr Inmer 
selten oft oft 

23456 

12 3 4 5 6 

12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 

3 1. Welcher Prozentsatz der ins Ausland ziehenden Mitarbeiterlinnen hat einen der folgenden 
Zeiträume zur Vorbereitung des Auslandseinsatzes zur Verfügung? 

Weniger als einen Monat .......... % Vier bis sechs Monate .......... % 
Eins bis drei Monate .......... % Mehr als sechs Monate .......... % 

HI. AUSLANDSEINSATZ 

III. I. UNTERSTfJTZUNG/BETREUUNG 

32. Welche Unterstützung bietet Ihr Unternehmen den im Ausland tätigen Mitarbeitern/innen und 
ihren Familien während des Auslandseinsatzes? 

Nie Seiten Eher Eher Sehr Immer 
selten oft Oft 

Hilfe beim Umzuv (z. B. Haus-[Wohnunizssuche) 123456 
Ansprechperson, persönlicheft Berater/in 
in der ausländischen Niederlassung 1 
Mentor - eine Person in der Zentrale des Unternehmens, 
die die Karriere des/der im Ausland tätigen 
Mitarbeiters/in überwacht 
Regelmäßige Karriereplanungsgespräche 1 
Regelmäßige Information über 
Unternehmensneuigkeiten 
Heimatbesuch für im Ausland tätige 
Mitarbeiter/innen 
Heimatbesuch für die Familie 
Hilfe bei der Jobsuche des/der Partners/in 
Anderes, bitte näher erklären . .............................. . 
111.2. BEWERTUNG 

2 3 4 5 6 

2 3 4 5 6 
2 3 4 5 6 

2 3 4 5 6 

2 3 4 5 6 
2 3 4 5 6 
2 3 4 5 6 
2 3 4 5 6 

33. Wie werden die im Ausland tätigen Mitarbeiter/innen bewertet? 

Aufgrund von firmenweiten, standardisierten Bewertungsformen (die selbe Form, 
die für nicht im Ausland tätige Mitarbeiter/innen benutzt wird) 1 
Aufgrund eines Systems, das für im Ausland tätige Mitarbeiter/innen entwickelt wurde 2 
Anderes, bitte näher erklären . .......................................................................................... 

3 

34. Wie häufig werden die im Ausland tätige Mitarbeiter/innen beurteilt? 

Keine regelmäßige Bewertung 1 Zwei Mal pro Jahr 3 
Ein Mal pro Jahr 2 Anderes, bittenähererklären....................... - 4 
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35. Von wem werden die im Ausland tätigen Mitarbeiter/innen bewertet? 
35.1. Wenn der/die Mitarbeiter/in die höchste Position im Ausland inne hat? 

Von einer Führungskraft in der Zentrale, verantwortlich für das Land/die Region 
Von einer Führungskraft nicht in der Zentrale, aber verantwotlich für das Land (z. B. 
Osteuropa Division Manager) 2 
Anderes, bitte näher erklären . ....................................................................................... 

3 

35.2. Wenn der/die Mitarbeiterlin nicht die höchste Position im Ausland inne hat? 

Von einer Führungskraft in der Zentrale, verantwortlich für das Land, die Region 
Von einer Führungskraft nicht in der Zentrale, aber verantwotlich für das Land (Z. B. 
Osteuropa Division Manager) 2 
Einheimische Führungsk-raft in der Niederlassung im Ausland 3 
Anderes, bitte näher erklären . ....................................................................................... 4 

36. Welcher Prozentsatz der im Ausland tätigen Mitarbeiterfinnen ist während der letzten 
drei Jahre frühzeitig von ihren Auslandseinsätzen zurückgekehrt? % 

37. Auf der Basis der letzten drei Jahre, wie oft haben die folgenden Gründe eine frühzeitige 
Rückkehr verursacht? 

Nie Selten Eher Eher Sehr Immer 
selten oft Oft 

Geschäftsgründe (z. B. Niederlassung geschlossen, 
im Ausland tätige Mitarbeiter/innen mußten einen 
anderen Job übernehmen) 
Mangelnde Leistung im Job 
Anpassungsschwierigkeiten an lokale Verhältnisse 
Anpassungsschwierigkeiten der Familie 
Andere Familienprobleme 
Anderes, bitte näher erklären . .................................. 

12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
12 3 4 5 6 
1.2 3 4 5 6 

38. Aus welchen Ländern ist während der letzten drei Jahre die größte Zahl der im Ausland tätigen 
Mitarbeiter/innen frühzeitig zurückgekehrt? 

I......................................... . ........................................ . ...................................... 

39. Wie würden Sie die Gesamtleistung der im Ausland tätigen Mitarbeiter/innen bewerten, deren 
Arbeit Ihnen bekannt war oder ist? 

Nicht befriedigend Unterdurchschnittlich Durchschnittlich Überdurchschnittlich Ausgezeichnet 
1234 

111.3. VERGÜTUNG 

40. Hat Ihr Untemehmen 

Eine weltweite, einheitliche Vergütungspolitik, die für alle im Ausland tätigen 
Mitarbeiter/innen gültig ist? 1 
Eine Vergütungspolitik, die in verschiedenen geographischen Regionen unterschiedlich ist? 2 
Oder wird jedes Gehaltspaket individuell verhandelt? 3 
Anderes, bitte näher erklären . ................................................................................................. 4 

41. Planen Sie Veränderungen in Ihrer Vergütungspolitik für im Ausland tätige Mitarbeiter/innen 
innerhalb der nächsten drei Jahre? Wenn ja, welche? 

Wir planen keine Änderungen 1 
Mehr Vergütungen in Abhängigkeit von der Region (z. B. Osteuropa, Westeuropa) 2 

251 



Mehr den landesspezifischen Bedingungen angepaßte Vergütungen (lokale Gehaltspakete) 3 
Anderes, bitte näher erklären . ............................................................................................... 4 

42. Bitte schätzen Sie, wieviel eine frühzeitige Rückkehr Ihr Unternehmen durchschnittlich kostet. 

US$ .......... 
Bitte erklären Sie, welche Kostenarten Sie bei der Kalkulation einbezogen haben . .................... 
................................................................................................................ j..... 

Bitte nehmen Sie zu eventuellen regionalen Unterschieden Stellung . ................................... 
.................................................................................................................................. 
........................................................................................................................................................... 
111.4. MITARBEMR/INNEN VOR ORT 

43. Für wie wichtig halten Sie es, daß sich die Mitarbeiter/innen vor Ort mit Ihrem Unterhehmen 
nicht nur als einem lokalen, sondern auch als einem internationalen Unternehmen identifizieren. 

Völlig unwichtig Unwichtig Eher unwichtig Eher wichtig Wichtig Sehr wichtig 
12345 6- 

44. Bitte geben Sie an, in wie weit Sie die folgende Entwicklung erwarten. In den nächsten drei 
Jahren erwarte ich die folgende Veränderung in der Anzahl einhein-dscher Mitarbeiter/innen in den 
Positionen, die momentan mit ausländischen Mitarbeitemlinnen besetzt sind. ' 

Stark abnehmend Leicht abnehmend Gleichbleibend Leicht zunehmend Stark zunehmend 
125 

IV. NACH DEM AUSLANDSEINSATZ 

IVA. REPATRIIERUNG/WEEDEREINGLIEDERUNG 

45. In bezug auf einen Arbeitsplatz, was bieten Sie den Mitarbeitern/innen nach einem 
Auslandseinsatz an? 

Einen garantierten Job im Heimatort oder an einem anderen Ort, im Unternehmen? 1 
Keine Jobgarantie, aber Unterstützung bei der Jobsuche innerhalb des Unternehmens? 2 
Weder Arbeitsplatzgarantie noch Unterstützung bei der Jobsuche im Unternehmen? 3 
Anderes, bitte näher erklären . ........................................................................................ 4 

46. Basierend auf Ihren Erfahrungen der letzten drei Jahre, bitte schätzen Sie die Rate von 
Rückkehrem/innen, deren Karriereaussichten sich aufgrund des Auslandsaufenthaltes ... 

verbessert haben ......, Yo ... nicht geändert haben ....... % ... verschlechtert haben % 

47. Während der letzten drei Jahre, welcher Prozentsatz der Rückkehrerfinnen hat Ihr Unternehmen 
innerhalb des ersten Jahres nach dem Auslandseinsatz verlassen? ....... % 

48. Bitte nehmen Sie zu den folgenden Problemen Stellung. 
Nie Selten Eher Eher Sehr Immer 

selten oft Oft 
Es gibt keinen Arbeitsplatz, auf dem der/die Rückkehrerlin 
die Auslandserfahrung wirkungsvoll umsetzen kann 123456 
Das Unternehmen legt keinen besonderen Wert auf 
Auslandserfahrung 123456 
Der/die Rückkehrerfin hat unrealistische Erwartungen 
bezüglich des neuen Arbeitsplatzes (Verantwortung, usw. ) 123456 
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Nie Sehen Eher Eher Sehr Immer 
selten oft Oft 

ManagementwechseY kein Mentor mehr im Heimatland 123456 
Anderes, bitte näher erklären . ........................................... 

123456 

49. Wie versuchen Sie diese Probleme zu lösen? Bitte, geben Sie Beispiele . ............................ 
............................................................................................................................................................ 
............................................................................................................................................................ 

V. UNTERNEHMENSPROFIL 

50. In welchem Land ist die Zentrale Ihres Unternehmens? 

Großbritannien 1 Deutschland 2 Japan 3 USA 4 
Anderes, bitte näher erklären . .............................................................. 5 

5 1. Branche des Hauptgeschäftsbereiches Ihres Unternehmens (bitte kreuzen Sie eine Antwort). 

Bergbau, Infrastruktur, Baugewerbe 1 
Konsumgüter 

Verbrauchsgüter (phannazeutische Produkte, Waschmittel, Lebensmittel, etc. ) 2 
Gebrauchsgüter (Automobile, Computer, Fernseher, etc. ) 3 

Investitionsgüter (Anlagen, chen-dsche Produkte, etc. ) 4 
Großhandel und/oder Einzelhandel 5 
Finanz- und Versicherungsdienstleistungen 6 
Andere Dienstleistungen (Hotels und Restaurants, Gesundheitswesen, 
Transport, Telekommunikation, etc. ) 7 
Anderes, bitte näher erklären . ............................................................. 8 

52. Jahresumsatz weltweit 
Weniger als 1 Mrd US$ 1 10-20 Mrd US$ 4 
1-5 Mrd US$ 2 20-50 Mrd US$ 5 
5- 10 Mrd US$ 3 Mehr als 50 Mrd US$ 6 

53. Welcher Prozentsatz des Jahresumsatzes stammt aus dem Ausland? % 

54. Zahl der M itarbeiterfinnen weltweit, 
Weniger als 5,000 1 10,001-20,000 3 30,001-50,000 5 
5,001-10,000 2 20,00130.000 4 Mehr als 50,000 6 

55. Bitte nennen Sie ein oder mehrere Unternehmen, von dem oder von denen Sie wissen, daß 
es/sie ein sehr gut organisiertes Programm zum Management von im Ausland tätigen 
Mitarbeitern/innen hat/haben. 

Bitte nutzen Sie diese Stelle für Bemerkungen in Verbindung mit der Ilematik dieser 
Untersuchung . ..................................................................................................... 
............................................................................................................................................................ 
............................................................................................................................................................ 
............................................................................................................................................................ 
....................................................................................................................... 

Vielen Dank für Ehre Mitarbeit. Bitte senden Sie den ausgefüllten Fragebogen unter Verwendung 
des beigelegten, an mich adressierten Umschlages zurück. Adresse: Zsuzsanna Tungli, London 
Business School, S306, Sussex Place, Regent's Park, London, NWI 4SA, United Kingdom. 
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To: 
Managing Director 

Fax no: 

Zurich, July 2nd 1998 No. of pages: 4 

Dear Mr., 

I am presently doing my doctoral studies at London Business School. After having completed 
an international survey on expatriation, the second stage of my project Is a study on how 
cross-cultural differences affect work interaction between expatriates and local employees in 
Russia. In order to gain a full picture I am planning to interview both Russian employees 
working for American, German and Japanese companies and expatriates (Americans working 
for American, Germans working for German and Japanese working for Japanese companies). 
I would like to ask you to participate in the research project. 

Currently I am preparing my first visit to Moscow. I shall be there from 15'h July to 23 rd July. 
I would very much appreciate it if you and perhaps some of your colleagues would have some 
time to share your experience on expatriation in Russia with me. 

In order to provide you more information on the project and myself, I am also enclosing a 
brief description of the research study and my curriculum vitae. 

I am looking forward to your response. I can be reached on telephone/fax: 00/ 41/ 1/ 262- 
7622, by E-mail: ztungli@compuserve. com, or on the address below. 

Yours sincerely, 

Zsuzsanna Tungli 
London Business School 
Ph. D. Programme 
Englischviertelstr. 7 
8032 Zurich 
Switzerland 
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((Herr)) ((first-name>> ((sumame)) 
((title)) 
((company)) 
ofax)) 

Zürich, 3 1. August, 1998 

Sehr geehrter (diem) «sumame», 

Ich schreibe Ihnen, um Sie mit der Studie � Untersuchung zum Thema 
"Expatriate Management" bekannt zu machen. Diese Untersuchung wird im 
Rahmen meiner Doktorarbeit geführt, und ich hoffe, daß Sie und Ihr 
Unternehmen sich für die Studie interessieren werden. 

Die Studie besteht aus zwei Phasen: 

1. Internationale Untersuchung: �Mana gement von ins Ausland versandten Mitarbeiternfinnen in 136 amerikanischen, deutschen, englischen und japanischen 
multinationalen Unternehmen". Forschungsschwerpunkte der Studie der ersten Phase 
waren: 

Generelle Information über ins Ausland versandte Mitarbeiter/innen 
Methoden und Kriterien zu deren Auswahl (inklusiv Probleme mit�dual career couples««) 

Z Weiterbildungsmaßnahmen 
a Beratung und Unterstützung während des Auslandseinsatzes 

Repatriierung/Wiedereingliederung 

2. Einer der wichtigen Faktoren, die Auslandseinsätze zum Erfolg bringen können, ist die 
Anerkennung interkultureller Unterschiede und die Anrede deren Probleme, die wegen 
dieser Unterschiede vorhanden sind. In der zweiten Phase der Studie werden jene 
interkulturellen Unterschiede angesprochen, die auf derArbeitsebene zu finden sind, und 
die Zusammenarbeit zwischen ausländischen und einheimischen Mitarbeitern 
beeinflussen können. Um ein vollständiges Bild zu erhalten, möchte ich ungefähr 100 
Interviews mit amerikanischen, deutschen und japanischen 

�Expatriates" sowohl als auch 
mit russischen Mitarbeitern führen. Daher bitte ich Sie, an dieser Untersuchung 
teilzunehmen. Wenn möglich, möchte ich mit zwei deutschen und zwei russischen 
Mitarbeitern Ihrer Firma sprechen. Ein Interview würde ca. eine Stunde dauern. Die 
Sprache der Interviews kann entweder deutsch oder english sein. Obwohl ich die russiche 
Sprache einigermaßen býherrsche, reicht es nicht, die Interviews in russisch zu führen. 

Ich möchte ausdrücklich darauf hinweisen, daß alle Informationen streng vertraulich behandelt, und die Ergebnisse nur in aggregierter Form veröffentlicht werden. 

Für eventuelle Fragen stehe ich Ihnen gerne unter folgender Adresse zur Verfügung: 
Zsuzsanna Tungli, Englischviertelstr. 7,8032 Zürich, Schweiz, Telefon/fax: 00/ 411 1/ 262- 
7622. E-mail: ztungli@compuserve. com. Um Sie über meine bisherigen Tätigkeiten zu informieren, lege ich einen kurz zusammengefaßten Lebenslauf bei. 

Ich hoffe sehr, daß Ihr Unternehmen an dieser Studie teilnehmen wird. Ich werde mich 
zwischen 9. und 18. September in Moskau aufhalten. Daher wäre ich Ihnen dankbar, wenn 
Sýc n-dr mitteilen könnten, welcher Zeitpunkt Ihnen und Ihren Kollegen für die Interviews am 
besten geeignet wäre. 

Besten Dank für Ihre Bemühungen und mit freundlichen Grüßen 

Zsuzsanna Tungli 
London Business School 
Ph. D. Programm 
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APPENDIX 4A - FIELD INTERVIEW GUIDELINES - EXPATRIATE VERSION 

Backi? round information 

Date: 

Company and location: 

Name: 

Position: 

Nationality: 

Gender: 

Age range: 

Previous foreign assIgnmentsi (place and length) 

Length of time in Russia: 

Length of time in the same company: 

Nationality and position of the person the expatriate reports to: 

Nationality of the expatriate's subordinate/s: 

Main auestions 

General success factors 

(1) What do you think, what does it take for an expatriate to be successful in Russia? 

(2) If you had to advise a new colleague of yours, what would you say to her/him: What 

were those characteristics which were either unacceptable for the locals or most likely 

would decrease their motivation? What management methods would you advise your 

new colleague to avoid? 

Interaction 

(1) How much communication was there between the locals and the expatriates at work? 
(2) Is there any communication during non-working hours? 

(3) Do expatriates in your office speak Russian? Have they tried to learn the language? 

I would like to ask you to make comparisons between how you behave/react with your 

German (American or Japanese) colleagues and with the local Russians, in a number of 

situations: 
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(1) How do you address the locals? Any difference between what you do in Russia and in 

your country? 

(2) How do they address you? was that the same way as they address each other? 
(3) When you talk to the locals, do you use different mannerism? Different language? 

(4) Do the locals talk to you differently than your home nationals do? 

(5) What language were your meetings conducted in? 

(6) How much do the locals participate in meetings? Can you see difference between 

Russian and German (American or Japanese) ways? 

(7) How do locals prepare their presentations? was it different from how you would 

prepare a presentation? 

(8) Is the use of telephone any different in Russia than in Germany (USA or Japan)? 

(9) What did you think when you first received a written communication from a local? Was 

it any different from what you would have received from a German (American, 

Japanese) colleague? 

(10) How do you give tasks to local employees? was it any different from your home 

country? 

(11) How do you react when an employee does something well? 

(12) What do you do when an employee makes a mistake? 

(13) How easy do you find it to involve the local employees in the decision-making 

process? 

Final questions 

(1) What do you think local employees expect from an expatriate? 

(2) Do you think that cultural differences affect the effectiveness of the interaction between 

expatriates and locals? If yes, how? 

(3) Would any training solve these issues? 
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APPENDIX 4B - FIELD INTERVIEW GUIDELINES - LOCAL EMPLOYEE 

VERSION 

Background information 

Date: 

Company and location: 

Name: 

Position: 

Nationality: 

Gender: 

Age range: 
Previous foreign assignments: (place and length) 

Previous job in Russian companies, number of years: 
Previous job in a foreign-owned company: (number of years and the nationality of 

supervisor) 
Length of time in the same company: 
Nationality and position of the person the employee reports to: 

Nationality of the employee's subordinate/s: 

Main auestions 

General success factors 

(1) What do you think, what does it take for an expatriate to be successful in Russia? 

(2) If you had to advise an expatriate who was going to be sent to Russia, what would you 

say to her/him: What were those characteristics which were either unacceptable for the 

locals or most likely decrease their motivation? What management methods would you 

recommend for her/him to avoid? 

Interaction 

(1) How much communication was there between the locals and the expatriates at work? 
(2) Is there any communication during non-working hours? 

(3) Do expatriates in your office speak Russian? Have they tried to learn the language? 
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(1) How do you address the expatriates? was it different from how you address your 
Russian colleagues? 

(2) How do expatriates address you? was that the same way as they address each other? 
(3) When you talk to the expatriates, do you use different mannerism? DIfferent language? 

(4) Do the expatriates talk to you differently than your home nationals do? 

(5) What language were meetings conducted in? 
(6) How much do you, locals participate in meetings? Can you see difference between the 

Russian and the German (American or Japanese) ways? 
(7) How do expatriates prepare their presentations? was it different from how you would 

prepare a presentation? 

(8) When you have a business discussion on the phone, what was the structure of such a 
conversation? (is there a nice friendly introduction, the tone of the conversation, etc. ) 

(9) What did you think when you first received a written communication from an 

expatriate? Was it any different from what you would have received from a Russian 

colleague? 

(10) How do the expatriates give the tasks to the local employees? was it any different 

from the 'Russian way'? 
(11) How do the expatriates react when an employee does something well? 
(12) What do they do when an employee makes a mistake? 
(13) How much were the expatriates and the local employees involved in the decision- 

making process? 

Final questions 

(1) What do you, local employees expect from an expatriate? 
(2) Do you think that cultural differences affect the effectiveness of the interaction between 

expatriates and locals? If yes, how? 

(3) Would any training solve these issues? 
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APPENDIX 5- COMPANY REPORT 

EXPATRIATE MANAGEMENT IN THE WORLD'S 

LEADING MULTINATIONALS 

A report based on the findings of a comparative survey performed 

with multinational companies in Germany, Japan, 

the United Kingdom and the United States. 
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EXPATRIATE MANAGEMENT IN THE WORLD'S LEADING MtJLTINATIONALS 

EXECUTIVE SUMMARY 

Background The importance of international business has escalated in the last decade. With 

the increasing competition and saturation of home markets, more and more companies have 

seen their future growth potential as coming from outside their domestic boundaries. At the 

same time a large number of new markets have opened up to world trade. As multinational 

organisatiQns and their global strategies have become more complex and sophisticated, the 
importance of competent, flexible and internationally mobile employees has also grown. 

The study. The comparative survey on expatriate practices and policies covered 136 of the 
largest multinationals from Germany, Japan, the United Kingdom and the United States. The 

results show that the four nations manage their expatriate assignments in different ways; they 
differ in why they use expatriates, the make-up of their expatriates, their selection, training as 

well as repatriation practices. Japanese multinationals often operate distinctly differently from 

their Western counterparts, but even within the Western group there are big differences among 
their policies and practices. 

Expatriate profile. 'Me multinationals which participated in the study employ approximately 
34,000 expatriates. The majority of these expatriates are male, married and are sent from the 
headquarters to foreign operations in Asia and West Europe. 

US companies have the most (I I per cent) and Japanese multinationals have the least (0-6 per 

cent) female expatriates. There is also a difference in the number of female expatriates between 

the services (I I per cent) and the industrial (4 per cent) sectors. 

In general, Japanese companies seem to be the most reliant on expatriates. Western firms tend 

to send expatriates for high level positions or - especially German firms - as specialists, while 
their Japanese counterparts often fill also middle and junior manager positions with expatriates. 
Western companies have started hiring expatriates also outside their headquarters. In the UK 

37 per cent, in the USA 23 per cent and in Germany 12 per cent of the expatriates are non- 
headquarters nationals. Japanese multinationals still report 99 per cent of their expatriates to be 

Japanese. 

Management of expatriate assignments. While there are significant differences among the 

countries, companies use expatriates primarily for setting up new operations, for filling skill 
gaps and for developing the expatriates' international management skills, Companies seem to 
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EXPATRIATE MANAGEMENT IN THE WORLD'S LEADING MULTINATIONALS 

have detailed guidelines for the more tangible parts of expatriation and less guidance for the 

more subjective areas. Most multinationals report to have guidelines for compensation and the 

majority also have guidelines as to how to manage the relocation process. Fewer companies 
have, however, policies for the selection and the training of expatriates. 

Japanese expatriates' assignments tend to be longer (17 per cent last longer than five years), 
while UK expatriates' assignments tend to be shorter (41 per cent last shorter than two years). 
American expatriates have the shortest notice period, 84 per cent have less than three months 
prior to departure for the assignment. 

Selection. Multinationals select their candidates primarily based on their technical/professional 

skills, whether they are willing to go abroad and based on their experience in the company. 
Partners are usually not involved in the selection process. 

Training and support. The most often provided training is language training. Japanese and US 

companies offer the most cross-cultural training. 

Companies generally assist expatriates in the physical relocation and provide education advice 
for their children. They also provide an orientation visit before the assigriment and home visits 
from the assignment. The least provided support is job search assistance for the partners, which 
is somewhat surprising since 77 per cent of the expatriates are married. 

Appraisal. The majority of expatriates are evaluated once a year, based on the same methods 
that are used for non-expatriates. 

Success or failure. Overall, respondents rate the expatriates' performance as 'above average'. 
Companies also report a relatively low, 6.3 per cent premature return rate. According to the 

respondents' estimates, a typical premature return costs approximately US$ 200,000, which 
equals to a total of US$ 424 million in costs for the 136 respondent companies. 

Repatriation. The biggest problem multinationals have with repatriates is 'their unrealistic 
expectations upon return'. Is expatriation a good thing for the employee? According to the 
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respondents, the career opportunities of 38 per cent of expatriates do not improve or even 

worsen after a foreign assignment. 9 per cent of repatriates leave their company within a year 

after the return from the assignment. 

Future expectations. A number of multinational companies are currently re-evaluating their 

policies. The following changes are expected: 

0 An increase in the number of expatriates is anticipated, especially in Asia and Eastern 

Europe. These two regions also coincide with the two regions companies name as most 
difficult to find expatriates for. At the country level, the most problematic locations are 
China and the newly-formed states of the former Soviet Union. 

M An increased number of expatriates will come from countries other than the headquarters'. 

Some expatriate positions are likely to be overtaken by local managers. 

0 Due to the growmg number of dual-career couples, an increase is expected in the number of 

commuter, unaccompanied and short-term assignments. 

About half of the companies have either started or are planning to change their 

compensation system. They wish to offer more rcgionally-based and local packages. 

Companies acknowledge the growing challenges of repatriation that arise because of the 

overall downsizing and flattening of organisations. 

Because of the increasing number of expatriates in 'hardship locations', the growing presence 

of dual-career couples and the persisting repatriation issues, expatriate management is likely to 
become more challenging in the future. 
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MAIN REPORT 

The study 

Management practices in multinational companies (MNCs) vary widely based on their country 

of origin. A comparative survey was performed in order to look at how different cultures affect 

one specific area of management: expatriation. Germany, Japan, the United Kingdom and the 

United States were chosen as home countries for the multinationals because of their importance 

in the world economy' as well as because of their differing cultures. 

After the largest multinationals had been identified in each country - based on their annual 

turnover, or total assets in the case of financial institutions -, a questionnaire was sent to the 

Vice President Human Resources (or equivalent) in English, German or Japanese, depending on 

the native language of the multinational's home country. The survey was comprehensive and 

queried about most of the aspects of the expatriation process, including selection, dual-career 

issues, training, support prior to and during the assignment, appraisal, compensation and 

repatriation. For the purpose of the study, an expatriate was defined as 'an employee who is 

sent by her/his company for a work assignment to a country other than her/his home country for 

at least one year'. 

Survey participants' profile 

In total, 136 companies returned valid completed questionnaires, including 35 German, 20 

Japanese, 34 British and 47 American multinationals. Figure A6.1 illustrates the characteristics 

of the respondents. 

1 Germany, Japan, the United Kingdom and the United States have the most top multinationals 
according to the Financial Times' (January 22,1998) listing of the World's Top 500 companies (based 
on market capitalisation): (1) United States - 222 companies, (2) Japan - 71 companies, (3) United 
Kingdom - 51 companies and (4) Germany - 21 companies. 
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Figure A6.1 Survey participants' profile 

Nationality Sector 

United 
States Germany 

34% 26% Services 
sector 
38% 

Industrial 

United Japan sector 

Kingdom 15% 
62% 

25% 

Number of employees world-wide Turnover from overseas 

<10,000 
22% 

>30,000 
46% 

10,000- 
30,000 
32% 

66% 

Expatriate profile 

Number of expatriates 

Study participants employ approximately a total of 34,000 expatriates. 
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Figure A6.2 Number of employees worldwide 
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On average, Japanese companies employ the biggest number of expatriates (314 per company), 
followed by the American MNCs (312 per company). While in the case of the USA the higher 

proportion of expatriates per company may be explained by the US sample being dominated 
(74 per cent) by companies with over 30,000 employees, this is not the case with the Japanese 

multinationals (see Figure A6.2). Thus the data suggest that Japanese MNCs seem to be more 
reliant on expatriates than their Western counterparts. No explanation can be given for the 
lower number of expatriates in British firms based on their size, therefore it may be concluded 
that British multinationals seem to use less expatriates than the companies of other 

nationalities. 

Female expatriates 

As more women fill managerial positions in business in general, the survey wanted to assess 
their representation among expatriates. According to the findings, 7 per cent of the respondents' 
expatriates are female, with Japan (0.6 per cent) having the lowest, and the USA (I I per cent) 
having the highest proportion of female expatriates. Women seem to play a bigger role in the 

services (I I per cent) than in the industrial sector (4 per cent). 
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Why do multinationals have fewer female than male expatriates? Companies chose 'dual-career 

problems' and 'family constraints' as most important reasons from the list given in the 

questionnaire. German MNCs agreed most with the statement, 'in some countries women are 

not accepted as managers'. It varied, however, by country, how strict the barriers for women 

expatriates were. For countries having stricter barriers, the following examples were given. 'In 

the Near East women are not accepted as managers' (German MNC), and 'for Saudi-Arabia 

gender is very important' (US MNC). Another comment indicated a perhaps more ambiguous 

barrier, 'for Eastern Europe and Russia women are less appropriate' (German MNC). 

Japan was the only country that agreed with the reason, 'women are less willing to become 

expatriates'. The low number of female expatriates in Japanese MNCs may also be the result of 

companies being of the opinion that 'there is no need for female expatriates'. Japanese 

multinationals were also least disagreeing with the statement, 'selection procedures are biased 

against women'. 

In addition to choosing from the list given in the questionnaire, 20 per cent of the respondents 

commented on either 'the low number of female managers in the company and/or the industry', 

or - its consequence - 'the women's lack of appropriate experience in management positions'. 

Marital status 

23 per cent of the expatriates are single. On average, 76 per cent of those who have a partner 

are accompanied by this partner on the assignment. There are, however, big variations among 

the countries, Japan showing the lowest (62 per cent) and the USA the highest (86 per cent) 
figure. 

Where do expatriates comeftom? 

There are three types of expatriates based on their country of origin and the destination of their 

assignments: 

0 Parent Company Nationals (often termed as home country nationals) - employees sent on 

foreign assignments from the MNC's headquarters; 
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Third-Country Nationals - non-headquarters-employees sent on foreign assignments to 

locations other than the headquarters; and 

Expatriates in the headquarters (inpatriates) - employees sent for foreign assignments to 

the headquarters. 

Figure A6.3 

Distribution of expatriates 

100% 

go% 

60% 

40% 

20% 

0% 

0 Expatriates in the 
headquarters 

Ig Third country 
nationals 

0 Parent co u nt ry 
nationals 

While most expatriates in this survey are parent country nationals sent on foreign assignments 
from their headquarters, there are big variations among the countries (see Figure A6.3). 

Japanese MNCs report 99 per cent of their expatriates being sent from the headquarters to the 

field, while UK MNCs (56 per cent) seem to have the lowest number of parent country 

nationals. 

Third-country nationals are said to have the advantages (over parent country nationals) of being 

more familiar with the surrounding cultures and often being less expensive. UK MNCs make 

most use of this type of expatriates, 37 per cent of their expatriates belong to this category. 23 

per cent of the US and 12 per cent of the German MNCs' expatriates are third-country 

nationals. 

Bringing expatriates into the headquarters gives companies opportunities to exchange 
knowledge and experience about varying business practices within the company as well as to 
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acquaint non-headquarters employees with the corporate culture of the multinational. 

Western companies seem to bring the most expatriates to their headquarters (about 9 per cent), 

while it hardly ever happens in the case of Japanese companies. However, some changes may 
be expected in the mentality of Japanese MNCs. One respondent commented: 

We constantly develop personnel who can play their roles in overseas subsidiaries in order to 
support future business expansion for our company. We should, however, be more global, not 
only by sending Japanese expatriates abroad but also accepting other nationalities in our 
headquarters. 

Internationalisation and the distribution ofexpatriates 

Traditionally parent country nationals were sent to fill expatriate positions. In recent years - as 

a sign of growing internationalisation - the role of expatriates coming from non-headquarters 

countries has been increasing. The survey data confirms this trend. The more internationalised a 

companies is - that is, the higher its non-domestic turnover is, the less parent country nationals, 

the more third-country nationals and the more expatriates in the headquarters it has. 

Each country's MNCs expect - albeit to a different degree -a decrease in the number of parent 

country national expatriates and a slight increase in the other two categories of expatriates. 

Regional distribution ofexpatriates 

Figure A6.4 shows the distribution of expatriates employed by the respondents by nationality 

and by region. The biggest proportion of expatriates is sent to Asia and West Europe; and to 

North America in the case of the Japanese companies. 
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Figure A6.4 
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The strongest indications for change were given for Asia. Here all respondents expect an 
increase in the number of expatriates. The Western countries also expect an increase in Eastern 
Europe. In addition, the UK and the USA expect a slight increase in both North and Central 

and South America. 

MNCs do not expect any changes in Africa, the Arabic countries, Australia and New Zealand 

and West Europe; furthermore none of the countries expects a decrease in the number of 
expatriates in any region of the world. Thus one may conclude that expatriates are going to 

continue to play an important role in the multinationals' international operations and their total 

number is likely to increase. 

What positions do expatriates fill? 

How heavily companies rely on expatriates in their international operations can be assessed 
based on the number of expatriates they send to foreign locations as well as based on what 
positions these expatriates occupy. Figure A6.5 shows the distribution of expatriates by 

position and by nationality. 
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Figure A6.5 
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In Germany the biggest proportion of expatriates occupies specialist positions, in Japan middle 
manager positions, while in the UK and the USA senior manager positions. Germany's highest 

percentage of specialists among its expatriates may indicate a higher involvement of locals in 

managerial positions in the German companies. The high number of expatriates in Japanese 
MNCs, and the fact that Japanese companies send the highest percentage of expatriates as 
middle and junior level managers may signal that - among the surveyed countries - they rely 
most on expatriates in international operations. 

Overall, the make-up of positions expatriates are going to fill in three years time is not expected 
to change. 

Management of expatriate assignments 

Number of assignments 

The majority of the expatriates have either one (61 per cent) or two (23 per cent) foreign 

assignments during their career in a company. 10 per cent go on three assignments, and 6 per 
cent can be called career expatriates who spend most of their career on expatriate assignments. 

Length of assignments 

The majority (60 per cent) of the international assignments last 3-5 years, but a large number of 
assignments (28 per cent) last less than two years. The notable difference among the countries 
is that Japanese MNCs tend to have longer assignments (17 per cent lasting longer than five 

years) and UK MNCs tend to have shorter assignments (41 per cent lasting less than two 
years). 

287 

F2 



EXPATRIATE MANAGEMENT IN THE WORLD'S LEADING MULTINATIONALS 

Guidelines 

Figure A6.6 
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Overall, 87 per cent of the respondents claim to have either worldwide or regional guidelines as 
to how they manage their expatriate assignments. Of those companies which claim to have 

guidelines, over 94 per cent report to have compensation guidelines (see Figure A6.6). In other 
areas, however, there are differences among the countries. A much higher proportion of 
Japanese companies report to have both selection and training guidelines than do their Western 

counterparts. In contrast, around two-thirds of German, UK and US MNCs have guidelines for 

repatriation, while only 47 per cent of the Japanese MNCs do. Although not given as a pre- 
defined option in the questionnaire, 15 per cent of US MNCs report to have relocation 
guidelines. 

Why do multinationals use expatriates? 

Importance of international experience forfuture senior executives 

Respondents in each of the countries suggest that for their future executives it is more 
important to have expatriate experience than to go on short international trips. Looking at the 
absolute ratings, however, Japanese, UK as well as US MNCs gave only a 'somewhat 

important' rating for both types of experience. As some companies commented, they 'are 

presently trying to value international experience'. In contrast, German MNCs judge both 

expatriate and short-term assignments as 'important' factors for the career of their future 

executives. 

Reasonsfor using expatriates forfilling positions abroad 

Overall, respondents consider the following three reasons as most important for sending their 
employees on managerial expatriate assignments: 

(1) to set up an operation; 
(2) to fill skill gaps; and 
(3) to develop international management skills. 

In order to gain a country level as well as comparative understanding, the five most important 
reasons for using expatriates were identified in each country. 

Figure A6.7 Reasons for using expatriates 
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Note: Respondents were asked to use a six-point scale, ranging from I- very unimportant to 6- very 
important. 
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As Figure A6.7 shows, each country seems to have its own, quite different set of reasons for 

using expatriates. Only two items: 'to set up a new operation' and 'to train and orient local 

staff' are mentioned by all countries. In contrast, four items can only be found among one 
country's most important reasons: 'to co-ordinate with headquarters' (Japan), 'to provide 
career development opportunities' (UK) and 'to learn about local business' and 'to ensure 
company standards' (Germany). 

Selection 

Japanese companies find it the most difficult and UK MNCs find it the least difficult to identify 
the right candidates for expatriate assignments. 

nich functions is it most difficult to find expatriates for? 

Across all the countries, it is the general manager's position for which it is the most difficult to 
find the right expatriate. Finance and accounting is the second most problematic function for 
Japan and the UK, information technology for the USA and project management and 
production (both received the same rating) for Germany. 

nich countries is it most difficult to find expatriates for? 

In order to identify those countries for which it is the most challenging to find competent 
expatriates, the following two questions were asked: 
(1) For which countries is it the most difficult to find expatriates? and 
(2) From which countries did the biggest proportion of expatriates return prematurely In the 

last three years? 

113 companies responded to the first question. The two regions which seem to be the most 
problematic to find expatriates for are Asia and Eastern Europe .2 (138 times - multiple 
responses were possible - were parts or the whole of Asia mentioned and 68 times parts or the 

whole of Eastern Europe. ) 

Looking at smaller units than continents, Figure A6.8 shows the five most often mentioned 
countries. The different shadings indicate which nation's companies mentioned these countries. 

Non-European countries that used to belong to the former Soviet Union are also included. 
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Figure A6.8 
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60 multinationals responded to the question, 'From which countries did the biggest number of 

expatriates return prematurely in the last three yearsT This time again, parts or the whole of 
Asia were mentioned most often (33 times), followed - perhaps surprisingly - by Western 

Europe (17 times). Central & South America and Eastern Europe were both mentioned 12 

times. 

Figure A6.9 shows those individual countries which were mentioned most times. The different 

shadings indicate the responses of the different nationalities. 

Figure A6.9 
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Comparing the responses to the two questions, respondents seem to agree that China and the 
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former Soviet Union are the two most problematic areas to find competent expatriates for. It is 

interesting to note (although the number of incidents is low) that the United States, the United 

Kingdom and Japan are all on the 'top' premature return list. 

Selection methods 

Although it requires initial investment, one of the best ways of finding the right candidates for 

foreign postings is to be able to search in a database of potential expatriates. Ideally, such a 
database includes information about the candidates' personal data, expertise, experience, 

potential, and for how long and which areas in the world they are willing to go to. Only 

Japanese companies reported to make regular use of a worldwide database for potential 

expatriates. Since the overwhelming majority of their expatriates are, however, Japanese, a 

worldwide database may have a slightly different meaning in the case of Japanese 

multinationals. Comments of respondents of other nationalities suggest that the lack of co- 

operation between human resources and line management as well as between different divisions 

may hinder the development of such a worldwide database in a number of companies. 

In the Western companies the most often used method for selecting expatriates is to conduct 

structured interviews, and, to a somewhat lesser degree, to use references and self-nomination. 
In contrast, Japanese firms seem to prefer references and self-nomination; and they do not 
typically conduct structured interviews. Regarding the usage of cultural awareness assessment, 
the respondents fall into two groups, with Japan and Germany using the method more regularly 
than the UK and the USA. Cognitive and psychological tests and behavioural assessment are 
hardly ever used by the respondents. Although UK MNCs use psychological tests and German 

multinationals use behavioural assessment more often than the other MNCs, their usage is still 
low. 

Selection criteria 

Companies report the following three cnteria as most important for selecting expatriates: 

(1) technical/professional skills; 
(2) expatriate's willingness to go; and 
(3) experience in the company. 
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Figure A6.10 shows the picture of the individual countries' five most important selection 

criteria. 

Figure A6.10 
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As the charts show, the picture varies by nationality. There is only one criterion that was given 

by each country, 'experience in the company'. The following sections highlight the differences 

among the countries. 

In the following cases three countries chose the criterion, and only one country did not. Japan 

did not choose 'the expatriate's willingness to go', which may be explained by the fact that 
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Japanese employees are more readily expected to fulfil whatever role the company assigns to 

them than their colleagues in the Western firms. Being renowned for its technical orientation, it 

is somewhat surprising that Germany's most important criteria do not include 'technical and 

professional skills'. It may be the case, however, that German firms take technical skills as a 

constant minimum requirement and concentrate on other criteria. Although open-mindedness, 

flexibility and perseverance are widely believed to be crucial for expatriate success, 

'personality factors' and 'the ability of working in a team' are missing from the US MNCs' 

most important criteria. 

Two criteria are among the most important factors only in one country. Only the US MNCs 

found it important enough to include 'previous performance' in the most important five criteria, 

whereas Japanese MNCs also included 'language proficiency' (mainly referring to English 

language, though). 

Factors other than the top five criteria are also viewed differently by the countries. For 

example, 'age' is perceived differently by each nationality, being a 'very often' used criterion in 

Japan and a 'rarely' used one in the USA. Unlike in the Western countries, 'gender' and 'the 

knowledge of new locality' are also important criteria for Japan, while 'the family's willingness 

to go' is not. Regarding language knowledge, Japan's and Germany's scores are much higher 

than those of the UK and the USA. This may be explained by the fact that English is the 

accepted language of business in many parts of the world, therefore UK and US companies 

may not perceive a need to put special emphasis on languages. 'The ability to work in a team' 

and 'loyalty' are most important for Germany and Japan and least important for the United 

States. 

Involvement ofpartners in the selection process 

According to research studies, the most often cited cause for premature return has been the 

inability of the spouse to adjust to the new environment. Thus the survey queried whether 

companies evaluate in some way the suitability of the partners for the assignments. As the 

responses show, companies most typically leave this evaluation up to the expatriate candidate. 
Japanese companies practically do not and Western firms only rarely attempt to 
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evaluate the suitability of the partner, by 'sometimes' having an informal conversation with 

the partner. Although it was not on the pre-defined list of the questionnaire, a number of US 

NINCs reported to perforni a 'partner-assessment' through cultural training. 

Dual-career couples 

The increasing number of dual-career couples may present additional challenges for expatriate 

management for the following two reasons. 

(1) The traditionally female trailing spouse may want to keep her work for professional, 

economic or other reasons. 

(2) Traditionally more men work than women do, thus with the increase in the number of 

female expatriates there Will be more spouses who have a job to consider in the home 

location. 

Respondents were asked to evaluate the following statement, 'I expect an increasing difficulty 

in the selection of expatriates due to the potential increase in the number of dual-career 

couples'. Perhaps somewhat surprisingly, only Germany responded with an unqualified 

agreement, while the other three countries' response was 'somewhat agree'. The lowest score 

was given by Japan that coincides with the more clearly defined female and male roles M the 

country. 

As previously mentioned, companies chose 'dual-career problems' and 'family constraints' as 

most important reasons for having fewer female than male expatriates. This suggests that the 

increase in dual career couples may have a stronger - and potentially negative - influence on 

the selection of female than male candidates. 

The survey also wanted to find out whether companies would expect any changes in the nature 

of expatriate assignments due to the increasing number of dual-career couples. Respondents 

were asked to comment on the potential changes in the number of the following postings: 
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5 commuter assignments (expatriate regularly commutes between location and home); 

0 unaccompanied assignments (only the expatnate moves, the family stays behind); and 

0 shorter assignments (lasting less than a year). 

Western and Japanese companies view the situation very differently. The majority of the 

Western companies expect an increase in commuter, unaccompanied as well as in shorter 

assignments. The emphasis vanes, however. US companies are less keen on unaccompanied 

and commuter assignments than their European counterparts. This difference may be explained 

by the smaller distances and the mostly easy accessibility within Europe. In addition to the 

geographical reasons, Japan's long-term orientation and different family concept may explain 

why Japanese companies would rather opt for unaccompanied than for shorter or commuter 

assignments. 

The overall increase in commuter, unaccompanied and shorter assignments may present 

expatriate management with extra challenges. Commuter and unaccompanied assignments may 

seriously disrupt families, and the additional stress may cause expatriates to be less efficient in 

their jobs. During shorter assignments expatriates may not be able to acquire a thorough 

enough understanding of the business, which may result in lower efficiency; furthermore 

expatriates may not have credibility among the local employees. Expatriates may also set short- 

term business goals in order to be able to prove their capabilities within a short period of time. 

Additional changes expected by the respondents included, 'decreasing willingness to go 

abroad', 'having to give job guarantees' (German MNCs), 'employment of locals in 

management positions' (UK MNQ and 'more spousal job assistance' (US NTNC). 

Preference for expatriates with or without partners 

The survey asked companies whether they had a preference for expatriate candidates 
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with or without partners. The majority of the respondents did not state any preferences, either 

because 'family related/private questions are not discussed with the expatriate candidate' or 

because companies believe that 'this criterion is not important for the success of the 

assignment' 

Out of those companies, which did state preferences, the German multinationals had the highest 

preference for candidates with partners. They commented as follows: 

Having a partner is preferred because the family is hoped to provide a socially and emotionally 
more stabile environment for the expatriate to fulfil her/his work commitments. 

Several companies' preference depends on the location. A German multinational, for example, 

named China where it is important to have a partner. Other companies, however, state that it is 

better no to send expatriates with partners to 'hardship locations where there is no 

infrastructure there to support the spouse'. Several companies that expressed preference for 

expatriate candidates without partners did so because 'a candidate without partner is clearly a 

cheaper option'. 

While it may present a dilemma whether and under what circumstances is a candidate with or 

without a partner the better choice, one US respondent commented about future changes the 

followmg way: 

We are sensitive to the fact that the spouse/family can make or break an assignment, 
particularly in hardship locations. We have a proposal in front of the senior management to 
make the suitability assessment of both the candidates and their spouses compulsory. 

Training and other preparation 

Notice period 

The longer notice period the company and the individual (plus her/his family) have before the 

assignment, the better their chances are to properly prepare for the move. Thirteen per cent of 

the expatriates have less than one month prior to their departure for the foreign posting. 'Me 

majority (61 per cent) have one to three months, 20 per cent have four to six months and only 

six per cent of the expatriates have more than half a year to prepare for the assignment. 

298 



EXPATRIATE MANAGEMENT IN THE WORLD'S LEADING MULTINATIONALS 

Looking more closely at the individual countries, however, variations can be seen, with German 

companies giving the longest notice periods for their expatriates (see Figure A6.1 1). 

Figure A6.11 
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Language requirements and training 

Expectations regarding the expatriates' language knowledge vary. Japanese MNCs report the 

highest expectations, although it has to be noted that their expatriates are primarily expected to 

speak English and not necessarily the language of the country of the assignment. Half of the 

German MNCs are of the opinion that expatriates should be able to work in the foreign 

language. UK and US MNCs are more likely to leave the decision up to the expatriates as to 

whether they should learn the foreign language. The following quotes give an insight into the 

variety of comments respondents gave regarding language requirements: 

There are less requirements for those countries for which it is difficult to find expatriates. 
(German MNQ 

Usually the English language comes as a basic tool for exchanging information. We think that 
other languages come only as secondary alternatives. (Japanese MNQ 
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We do not expect the knowledge of Asian languages. (UK MNQ 

It varies by location: in most cases business is mainly in English, so the expatriates can get by 
without the host language. Building good relationships is more difficult in China, all 
expatriates for China are required to speak Chinese as a prerequisite. (US NINC) 

The type of tramig, which is most regularly offered by each country, is language training, with 
Japan providing more than any other country. In line with their requirements, mainly English 

language training is provided by the Japanese companies and - as the comments suggest - also 
by some of the German MNCs. Multinationals offer language training 'fairly often' for the 

partners, as well. 

Cross-cultural training 

One of the most important factors for cross-cultural adjustment and effectiveness is cross- 
cultural sensitivity. Whether a person has an ingrained sensitivity or needs to develop it, cross- 
cultural training is an efficient way to convey infon-nation about the new environment and to 

prepare the expatriate and her/his family for the new culture. Japanese and US MNCs report to 

provide more general sensitivity and country-specific cross-cultural training for both the 

expatriates and their partners than their German and UK counterparts. 

Length of training 

Figure A6.12 shows the length of cross-cultural training provided by the multinationals. 

Figure A6.12 
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Germany seems to provide the longest training, over half of the respondents report training 

lasting three to five days. Interestingly, while 35 per cent of the Japanese firins offer training 

lasting at least three days, it is also the Japanese MNCs which report the highest percentage of 

the shortest training. UK and US MNCs favour one-day or two-days training. 

Respondents were asked to comment on whether the length of training varied based on which 

country the expatriate was sent to. Multinationals offer longer training for those countries 

where the cultural difference is particularly big between the home and the new locations (China 

was mentioned as an example a number of times by Western respondents). 

Who provides the cross-cultural training? 

Overall, the majority of the companies use external consultants for cross-cultural training. US 

multinationals use almost exclusively (92 per cent) external consultants, and 86 per cent of the 

UK and 70 per cent of the German multinationals also prefer using outside sources for cross- 

cultural training. Internal company training is more popular in Japan where the percentages of 

using external consultants and in-house training are 53 per cent and 47 per cent, respectively. 

No time for trainin 

In those cases where companies did not provide cross-cultural training for their expatriates, the 

survey queried, why did they not do so? The most often mentioned reason was 'lack of time'. 

This result echoed the findings on notice periods, according to which 74 per cent of expatriates 
have less than three months to prepare for their departure. 

Company size and trainin 

Ile results show that the more expatriates a company has, the more training it offers for both 

expatriates and their partners. This may be so because MNCs feel the need to accumulate some 

experience (good and/or bad) and knowledge about the whole process before they would start 

arranging training for their expatriates. 
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Preparation assistance other than training 

Helping the expatriates to relocate physically and providing education advice for their children 

are the most often provided pre-departure assistance across all nations. Western companies also 
'fairly or very often' offer prior contact with the predecessor or other expatriates, and they also 

send the expatriate and - to a somewhat lesser degree - the partner for an orientation visit of the 

country of assignment. In Japanese companies orientation visits are not as common as in the 
Western MNCs. 

None of the nationalities report any regular 'partner job search assistance', neither prior to 
departure, nor after the arrival at the new location. Considering that 77 per cent of the 

expatriates are married, it is a somewhat surprising finding. 

Differentiated approach to selection and training 

Different jobs in different countries require different expertise and experience as well as 
different characteristics from the expatriates. These conditions need to be considered during 

both the selection and the training process. Companies' comments show their recognition of the 

need for this differentiation. At least in comes cases the reason why firms send expatriates 

abroad and what selection criteria they use ' depends on the requirements of the job and the 

nationality' (German MNQ; the language requirement is based on 'no general rule. It depends 

on the location and the assignment' (US MNQ; and whether the companies provide training or 

not 'depends on the country' (German MNQ. 

On the assignment 

Appraisal 

Studies on the measurement of expatriate performance have pointed to the numerous difficulties 

associated with it, including the external influences, the non-comparability of data among 

subsidiaries and the challenge of finding a 'team of evaluators' that can consider 
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both the objectives set by the home operation and the local circumstances. Therefore it is not 

surprising - although not ideal - that multinationals use the same evaluation methods for 

expatriates as they do for all other employees. The majority of the respondents' expatriates (78 

per cent) are evaluated once a year. 

Compensation 

Over 94 per cent of the companies report to have either a worldwide uniform or a regional 

compensation plan. While the UK and the USA seem to concentrate on worldwide uniform 

systems; German and Japanese multinationals report to have both worldwide and regional 

systems. 

In the next three years, half of the multinationals plan to introduce changes in tJieir 

compensation system. In nine per cent of the companies the system is currently under review, 

the rest of the companies expect to use more regionally based and local packages 

While lower compensation may be in line with the current cost-cutting trends, it may have some 

negative effect on the availability of expatriate candidates. Lower salaries and benefits may be 

accepted by younger managers who are going on developmental assignments, but may not be 

attractive enough for experienced expatriates. There is already some research evidence that due 

to the employees' reluctance of going on international assignments companies are experiencing 

a shortage of experienced expatriate personnel. 

Support 

In addition to financial compensation, compames provide expatriates and their families with the 

following support at the new location. Most MNCs offer relocation assistance and home visits 
for both the expatriate and the expatriate's family; furthermore companies also make an effort 

to keep the expatriates informed about company news. While Western M`NCs also tend to have 

an advisor in the local operation, Japanese companies less often do so. Mentor in the 
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home country is mostly not available for the expatriates. When asked, how often companies 

have 'regular career planning discussions' with the expatriates, the responses varied between 

'sometimes' and 'fairly often'. Thus career planning does not seem to be an integral part of 

expatriate management. 

Success of expatriate assignments 

An expatriate assignment can be considered successful when (a) the individual selected for the 

job ftilfils her/his responsibilities to the satisfaction of management; and (b) upon repatriation 

both the individual and the company benefit from the experience. The survey addressed 

different aspects of this success. 

Overall rating of respondents 

The survey asked respondents to rate the expatriates' overall perforinance. Multinationals 

agreed to a surprisingly high degree. The average response by all countries was almost exactly 

W, which means an 'above average' rating 

Premature returns 

In order to assess how often expatriates fail, respondents were asked what percentage of 

expatriates returned prematurely from their assignments during the last three years. There were 

no significant differences among the countries, they all reported a relatively low premature 

return rate (6.3 per cent) for their expatriates. 

In order to put the present results into perspective, a comparative table (see Table A6.1) was 

prepared which also includes the findings of a survey performed by Rosalie Tung3 at the 

beginning of the 1980s. 

3 Tung surveyed 80 US, 29 West European and 35 Japanese companies on expatriate management 
issues. She reported her findings in Selection and training procedures of US, European and Japanese 
multinationals, California Management Review, 1982., No. I., p. 57-7 1. 
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Table A6.1 Comparison between failure rates in Tung's and the present study 

Premature return rate Tung 

W-E* 

Germany UK Tung 

Japan 

Japan Tung 

USA 

USA 

Less than 10% 97% 91% 94% 86% 94% 24% 87% 

More than 10% but less than 20% 3% 0% 3% 14% 0% 69% 2% 

Equal to or more than 20% 0% 9% 3% 0% 6% 7% 1 11% 

Note: * W-E refers to West Europe 

An indication of a positive change can be seen in the US figures. While in the earlier study only 

24 per cent of the companies signalled lower than 10 per cent failure rate, in the present study 

this percentage is 87 per cent. In West Europe and Japan the picture does not seem to have 

changed much. 

We asked respondents to identify the main reasons for premature returns. None of the reasons 

given by the survey or added by the companies received a higher score than 'sometimes'. This 

may indicate that companies do not know the reasons for failure, or perhaps that the overall 

premature return rate of 6.3 per cent is deemed low enough by the MNCs not to investigate the 

reasons further. 

If expatriate assignments do not fall very often, is there a need to fiNther study and improve 

expatriate management? 

Cost offailure 

Expatriate assignments are important for multinationals but they are also expensive. While the 

figures calculated by various previous studies differ, there is an agreement that expatriate 

failure costs are considerably higher than those in the domestic businesses. 

57 companies answered the rather complicated question of how much a typical premature 

return costs their company. The average estimate was US$ 198,000, while the United Kingdom 

and Germany estimated somewhat lower figures. 
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A further calculation was prepared in order to see how much the 6.3 per cent premature return 

rate cost the 136 respondent companies. The failure of 6.3 per cent of the 34,000 expatriates 

employed by the respondents equals to 2,142 cases. This multiplied by the cost of one failure 

(US$ 198,000) gives US$ 424,116,000 or an average equivalent of US$ 3,118,500 per 

company. 

This sum in itself, however, cannot be evaluated without knowing what expenses companies 

included in this estimate. The two expenses most often mentioned were: 

" moving expenses; and 

" expenses related to finding a successor. 

It is perhaps not surprising that only about 20 per cent of the respondents considered 'increased 

tax payments due to the interruption of the stay in the country', since the amount is difficult to 

estimate as it varies depending on the timing of the premature return. About 18 per cent of the 

respondents added 'salaries' to their calculation. 

Only a few respondents included the following expenses, which also depend on the timing: 

" lost housing rent and furniture rental costs; 

" penalty payments for early exit from rented accommodation; and 

" lost prepaid schooling tuition/expenses. 

Other expenses are even more difficult to estimate, yet can be very costly for the multinationals. 

Although respondents did not include the following losses in their calculations, they did 

comment on their difficult assessment: 

" disruption to projects; 

" loss of business; 

" lost opportunity costs; and 

" invisible loss of commercial credibility and contacts. 

There is at least one more 'invisible' source of additional costs to the company, and that is the 

possible disruption of the local office. It may manifest as disruption of the operations and/or 

moral and turnover problems among the employees. 
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Costs also occur for the failing expatriate. The possible damage to career, additional stress, 

potential health problems and conflicts in the family can cause serious problems for the 

individual. 

Naturally, any calculation of failure costs can be an estimate only and no more. Nevertheless, 

the above mentioned number is quite substantial, especially when considering that this figure 

includes only a portion of the expenses related to premature returns. Furthermore, even if we 

were able to calculate accurately all expenses related to all premature returns, this figure would 

still underestimate the total cost of failed assignments since premature return is only the worst 

case scenario. It does not include failing expatriates leaving the company while on the 

assignment, and most importantly, it does not include those expatriates who stay at the location 

for their full term but are nevertheless ineffective. In these latter cases, costs such as 'lost 

business opportunities', 'damaged customer relationships' and 'disruption of the local office' 

may even be higher than in the cases of premature returns; and are likely to have longer lasting 

negative effects. 

Expatriates leaving the company within a year after their return 

All countries report similar rates, overall 9 per cent of repatriates leave their company within a 

year after the return from the assignment. Although this rate may not sound very high in 

absolute terms, it presents multinationals with the challenging task of capturing and retaining at 

least the knowledge and expertise of these expatriates. 

Locals' identification with the international company 

'Me success or failure of the expatriate assignment depends on the contribution of all parties 

involved in the expatriation process: the home operation, the expatriate as well as the local 

employees. From the locals' point of view, however, the multinational company as a whole may 

be an abstraction only, and the expatriates may be viewed as outsiders. Respondents 
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from each country consider it 'Important' that local employees identify with their workplace not 

only as a local operation but also as an international company. How can multinationals achieve 

this? 

N One way of making local employees aware of being a part of the international operations is 

sending expatriates to various locations. When queried about why companies use 

expatriates, 'training and orienting local employees' was one of the five most important 

criteria for all countries, while 'establishing and maintaining company culture' was 

considered to be 'fairly important'. 

Another way of training employees as well as acquainting them with the international 

aspect of a multinational is bringing these employees to corporate or regional headquarters 

('inpatnates'), or sending them to other locations. Companies recognise that it is important 

to involve different nationalities in their expatriation programmes. In the next three years 

multinationals of each country plan to bring more expatriates to their headquarters. 

Are locals expected to take over expatriate positions? 

A professionally competent local who also identifies with the multinational as a whole may be 

an appropriate successor to an expensive expatriate. Thus the survey asked whether companies 

would expect locals taking over positions that are currently filled with expatriates. According to 

the responses, in the next three years companies expect a slight increase in the number of local 

employees in these positions. 

Repatriation 

Job guarantee? 

There are significant differences among the countries as to what the expatriate can expect upon 

return from the foreign assignment. German companies tend to guarantee a position in the 

company; two MNCs even conunented on guaranteeing a salary for the repatriates. UK and US 

multinationals prefer to offer assistance in searching a job within the company. They 
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find, however, that sometimes redundancy is the only solution. Japanese NINCs report lower 

scores on both giving job guarantees and offering assistance. T'his is probably so because 

Japanese companies View expatriate assignments somewhat differently from their Western 

counterparts. The foreign posting is one of the many stages in the employee's career within the 

company, therefore Japanese firms may not deem it necessary to provide specific guarantees for 

their expatriates upon return. As one respondent put it: 

After the assignment the expatriate usually goes back to the same position as he had before the 
assignment; we regard these employees important for the company's internationalisation. 

Impact on career prospects 

Overall, the foreign assignment does not seem beneficial for the career of 38 per cent of the 

expatriates: for 29 per cent it does not bring any changes and for nine per cent it worsens their 

career prospects. There are notable differences, however, among the countries. Japanese 

repatriates are in the best position since 80 per cent of them have better career prospects after 

the expatriate assignment. Sixty-seven per cent of the UK, 58 per cent of the US and 56 per 

cent of the German repatriates may expect career enhancement from their foreign experience. 

Problems upon repatriation 

The repatriation process can be just as complex as expatriation. The survey asked respondents 

how often they encounter certain difficulties in regard to repatriation. None of the difficulties 

listed in the questionnaire was reported to occur with any regularity by the Japanese 

multinationals. Western firms' scores were sirailar to those of Japan, only one issue: 'die 

repatriate has unrealistic expectations regarding job responsibility' received a 'fairly often' 

score. 

Due to the low frequency of problem occurrence one could think that repatriation is not really a 

problem for companies. But why do expatriates have unrealistic expectations? On one hand, it 

is understandable that they want to use their newly acquired knowledge and skill 
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set. On the other hand, however, with organisations downsizing and becoming flatter, the 

number of jobs available in the home operations has been decreasing as well as the 

opportunities for advancing to positions higher on the hierarchical level. Added responsibility, 

which the expatriate most likely did have during the foreign assignment, may disappear upon 

return. As a US MNC commented: 'We have been rightsizing in tile home operation, therefore 

there are less opportunities'. A few companies also noted that the 'individuals' cultural 

practices change' that causes 'trouble adapting back to the home location'. 

An open-ended question enquired: 'How do you try to solve the repatriation problems'? The 

high response rate to this question (47 per cent) and the comments suggest that there is a lot of 

room for improvement regarding the management of repatriation. A number of MNCs are 

currently looking for solutions, other companies suggest the following improvements: 

Gennan companies: 

open and fair discussions about opportunities upon repatriation'; 
regular career planning and establishing home and international contact network'; 

cclose contact and information about changes in the home country'; 
0 cno fixed repatnation dates'. 

Japanese companies: 

" 'finding a position to utilise the expertise'; 
" 'trying to accommodate the expatriates' wishes in terms of locations'; 

" 'interviewing the person who has a problem and giving him advice; thereby supporting his 

personal happiness and strengthening the loyalty to our company'. 

UK companies: 

cestablishing a career management process in order to plan ahead, finding a suitable job 

upon return and to manage the expatriates' expectations"; 
C re-entry programme and regular contact with home manager, particularly discussions on 

where the expatriate will fit in upon return'; 
'pre-planning of repatriation, six months job search, repatriation interviews with expatriate 
and manager, follow-up interviews 2-3 months after repatriation'; 
'extending the assignment until a job is available'. 
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US companies: 

6 'conducting repatriation workshops prior to and just after return'; 

implementing mentoring programs'; 
Cencouraging expatriates to maintain contact with US business units on a more pro-active 
basis', 

, personal interviews for potential positions while on assignment'; 

4 involving line human resources more in the process'. 

Other companies see expatriation as a special case of relocation: 

The problems are similar to domestic relocations, so they are addressed in the same manner as 
other placements Oob screenings, functional reviews, leadership planning, etc. ) (US MNQ. 

Benchmarking 

Finally, respondents were asked which companies they considered to have the best expatriate 

management practices. The following companies were mentioned most often (the number in 

bracket indicates how many respondents mentioned the company): Shell (13), IBM, Unilever 

(7), Siemens (6), Henkel, Procter & Gamble and the Bosch Group (5). 

It is a complex and challenging task to ensure the success of expatriate assignments. Practices 

and policies working well in one country may fail in another one, there are no universal 

solutions. However, the more thorough and well-rounded approach companies follow at the 

different stages of expatriation, the more up-to-date information expatriates and their families 

have about the foreign locations as well as their career opportunities, the greater the chances 

are for the assigranents to be successU. 
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APPENDIX 6- COMPARISON OF THE'OLD'AND THE'NEW'STYLE 

RUSSIAN MANAGERS 

The influx of foreign companies, together with the general economic development, have 

been changing the business practices in developing countries. This may be especially true 

for those countries: (1) where the internationalisation has started only recently and (2) 

where the local practices are willing to 'welcome' and integrate outside practices. The field 

study provided some evidence for changes in the Russian business culture. The new 

generation or 'joint venture' and the mainly older, 'old style' Russian managers perceived 

and conducted their work rather differently. 

The following comparison (Table A6.1) provides a brief summary of some of the 

differences between the 'old' Russian style, presently still practiced by older generations 

and in orgamsations with no foreign influence, and the 'new' Russian style, represented 

mainly by the younger employees of joint venture and foreign owned companies (based on 
McCarthy & Puffer, 1992,1993,1994,1995; Puffer, 1993,1994; and the present study). 

Table A6.1 Comparison of the 'old' and the 'new' Uoint venture) Russian styles 

Situation 'Old' Russian style 'New' Uoint venture) Russian 

style 

Communication 

Language Russian; In official situations With (especially American) 

can be very formal expatriates may be less formal 

Addressing Russian colleagues: First name Russian colleagues: First name 

colleagues and Father's name and Father's name; 

Expatriates: Following the 

expatriates' style 

Use of telephone Both professional and private Less private telephone usage; 

use; Conversation not so much More professional telephone 

to the point manners 

Written Regular reporting, following Still less preferred than personal 

communication the guidelines rather than communication. Structure of 

concentrating on important writing memos, etc. being learrit 

points; Long sentences from expatriates 
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Presentations Employees were not used to Learning company methods 

preparing presentations; They 

had to write long reports, 

which included lengthy 

paragraphs 
Meetings Regular activity, often More active participation 

perceived as boring and not 

achieving anything; Passivity 

Communication Work and private spheres were Work and private spheres still 
with colleagues not separate; One had to help not separate, Russians 

her/his friends in both spheres appreciate it when expatriates 
outside of work can accept this 
Management 

Leadership Used to be autocratic The leader has to be open, direct 

and clear, and at the same time 
he(! ) is expected to nurture 

personal relationships 
Decision-making The superior made the Russians would like to express 

decisions; The decisions were their opinion, but still often 

not questioned expect the manager to make the 
final decision 

Giving/receiving Tasks often were 'order-like'; Clear instructions are expected, 
tasks Instructions could be but Russians would also like to 

ambiguous be asked for their opinion 
Motivation/reward/ Financial or other rewards Main motivators: Self-fulfilment 

punishment were not sufficient to motivate by having a challenging job with 

employees who were earning good promotion opportunities, 
their living outside working and - to somewhat lesser 

hours, 'Motivation' often came extent - financial rewards. 
from fear of consequences of Realistic positive and negative 

missing the quotas of the Plan; feedback is appreciated; If not 
Punishment could be severe satisfied, good Russians are 

willing and able to switch 

companies 
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While it may be asserted that the Russian business culture has changed, one has to be 

careful with general isations. As it was pointed out in Chapter 7, the extent and even the 

exact directions of these changes will have to be monitored by future research. 
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APPENDIX 7A - LIST OF COMPANIES WHICH PARTICIPATED IN THE 

SURVEY 

German companies 

ADIDAS AG 

BASF AG 

Boehringer Ingelheim GmbH 

Bosch Telecom GmbH 

Continental AG 

Daimler-Benz AG 

Deutsche Bank AG 

Deutsche Lufthansa AG 

Deutsche Telekom AG 

FAG Kugelfischer Georg Schdfer AG 

Gehe AG 

Heidelberger Zement AG 

Heilit + Woerner Bau-AG 

Hella KG Hueck & Co. 

Herberts GmbH 

Hoechst AG 

Hypobank AG 

J. M. Voith Dienstleistungen GmbH & Co. Kg 

Mannesmann Demag AG 

Mannesmann VDO AG 

Messer Griesheim GmbH 

Norddeutsche Landesbank Girozentrale (NORD/LB) 

Oetker International 

Quelle Schickedanz AG & Co. 

Reemtsma Zigarettenfabriken GmbH 

Schott Group 

Siemens AG, ZP IME AM 

SKW Trostberg AG 

Thyssen Aufzage GmbH 
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Thyssen Industrie AG 

Touristik Union International GmbH & Co KG (TUI) 

VAW aluminium AG 

Veba Oel AG 

Wintershall AG 

Japanese companies 

Aism Seiki Co. Ltd. 

Asahi Chemical Industries 

Bridgestone 

C. Ito 

Daihatsu Motors 

Dai Nippon Printing Co. Ltd. 

Daikin Industries Ltd. 

Honda 

Isetan 

Japan Airlines 

Japan Development Corporation 

Kanto Auto Works Ltd. 

Meiji Life Insurance 

Mitsubishi Petro-Chemicals 

Mitsui OSK Line 

NEC Corporation 

Nippon Express 

Nissei Sangyo Co. Ltd. 

OKI Electronics International 

Suzuki Motors 

UK companies 

Anglian Water Plc 

B. A. T. Industries Plc 

Blue Circle Industries Pic 

British Aerospace Plc 

British Airways Plc 
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BG Plc 

British Telecommunications Plc 

Burmah Castrol 

Caradon Plc 

Christian Salvesen Plc 

Cookson Group Plc 

Costain Group Ple 

Courtaulds Plc 

Dalgety Plc 

Eagle Star International Life Ltd. 

English China Clays Plc 

HSBC Holdings Plc 

Inchcape Plc 

John Laing International Ltd. 

Johnson Matthey Plc 

Lloyds TSB Group Plc 

Morgan Crubicle Co. Plc 

National Westminster Bank Plc 

NFC Plc 

Pentland Group Plc 

Pilkington Plc 

Racal Electronics Plc 

Redland Plc 

RMC Group Plc 

Slebe Plc 

Tate & Lyle Plc 

The RTZ Corporation Plc 

Zeneca Group Plc 

US companies 

Abbott Laboratories - International Division 

American Express Company 

American Home Products Corporation 

Ameritech Corporation 

AMR Corporation - American Airlines 
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Apple Computer, Inc. 

AT&T Corporation 

BankAmerica Corporation 

Baxter International, Inc. 

Caterpillar Inc, 

Champion International Corporation 

Citibank N. A. 

Colgate-Palmolive Company 

Compaq Computer Corporation 

CPC International Inc. 

Deere & Company 

Delta Air Lines, Inc. 

Eaton Corporation 

Emerson Electric Company 

Fluor Daniel Corporation 

Ford Motor Company 

General Electric Company 

Halliburton Company 

J. C. Penney Company, Inc. 

James River Corporation 

Johnson & Johnson 

Kimberly-Clark Corporation 

Lehman Brothers Holdings Inc. 

Minnesota Mining and Manufacturing Company 

Morgan Stanley Group Inc. 

Nabisco International 

New York Life Worldwide Holding, Inc. 

Northwest Airlines Corporation 

PPG Industries, Inc. 

Ralston Purina Company 

Texaco Inc. 

The Allstate Ins. Co. 

The Chubb Corporation 

The Goodyear Tire & Rubber Company 

The Quaker Oats Company 

The Southern Company 
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US West International 

United Technologies Corporation 

Unocal Corporation 

Viacom Inc. 

Westinghouse Electric Corporation 

Xerox Corporation 
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APPENDIX 7B - LIST OF COMPANIES WHICH PARTICIPATED IN THE 

FIELD RESEARCH 

German companies 

BASF AG 

Daimler/Benz/Crysler 

Dresdner/Kleinwort 

German Embassy 

Lufthansa AG 

Panalpina (although it is a Swiss company, this line of operation Is run from Germany) 

Reemstma Zigarettenfabriken 

Roland Berger & Partner 

Japanese companies 

Honda 

Sony 

Mitsui 

Japan Airlines 

JETRO 

Sumitomo 

US companies 

ACTR Exchange Programme 

American Express 

Cisco Systems 

Citibank 

Coca Cola Co. 

DHL 

DuPont 

Federal News 

Hines International 
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Johnson and Johnson 

Microage 

Polaroid 

Preng and Associates 

Renaissance Hotel (partially owned by the Russian government) 
Silicon Graphics Inc. 

Other 

Freshfields (UK) 

Gowlings (Canada) 

International Distillers & Vintners Ltd. (UK) 

MFK Renaissance (Russian) 

Rinaco Plus (Russian) 
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